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1 Introduction 

1.1 Purpose and Intent 

To support IAP2’s success as a Federation beginning in January 2011, the 

2010 IAP2 board of directors commissioned this Legacy Project to address 

and document the central financial, cultural, policy, and operational 

parameters that will support sustainable decision-making for the IAP2 

Federation international board.  

 

As one lens on the Federation’s future, this project gathered good practice and 

lessons learned to offer thoughtful guidance for the Federation as it moves 

forward with its work. It is part of a dynamic and developmental learning 

process as IAP2 evolves, understanding that there is always more to learn, 

decide, and carry forward for IAP2’s entire future.  

 

This project is one of many dedicated and thoughtful efforts led by committed 

IAP2 members and staff to improve how democracy works for people around 

the world, and to build IAP2 into a broadly representative, truly international 

organization supporting that in every way possible.  

1.2 Process 

1.2.1 Participants 

Key people who contributed to this effort were current board members, the 

executive director, and people who have had significant influence on IAP2 

structure, governance, or decision making over time. In addition to executive 

director Moira Deslandes, the following people were invited to contribute and 

the content for this report was driven by those who were able to do so:  

Larry Aggens Katherine Beavis Stephanie Boone-Shaw 

Bea Briggs Beth Carlson Anne Carroll 

Lyn Carson Lucy Cole-Edelstein Jim Creighton 

John Dengate Deborah Eastlick Geoff Fagan 

John Godec Donald Golob Wendy Green Lowe 

Tisha Greyling Mary Hamel Joana Janiw 

Terry Koch LaVerne Kyriss Nicky Leggatt 

Lewis Michaelson Lucy Moore Mary Moreland 

Beth Offenbacker Anne Pattillo Desley Renton 

Stephani Roy McCallum Marty Rozelle Scott Russell 

Doug Sarno Amelia Shaw Gale Simpson 

Vivien Twyford Pat Van Gorp Regina Villa 

Kimbra White Geoff Wilson Doug Zenn 

1.2.2 Guiding Questions  

Below is a summary of the guiding questions that were provided to all 

participants in this process.  
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1. Board service and reflections: Personal journey, rewards and costs, 

learnings, and advice. 

2. Board performance: Governance, leadership, stewardship, board culture, 

teamwork, guidance.  

3. Critical work/strategic initiatives (committee reports): Key 

accomplishments and learnings; changes, failures, direction-shifts, and 

learnings; work in progress; guidance and direction; resources 

1.2.3 Content, Structure 

The guidance provided in this report was driven almost exclusively by the 

input from the participants reflecting on the guiding questions. Their insights 

were gathered through small-group sessions, interviews, or written responses.  

 

The content for this project was compiled by outgoing international board 

member Anne Carroll through a contractual agreement and under the direction 

of a project steering committee composed of board members Desley Renton, 

Gale Simpson, Kimbra White, and executive director Moira Deslandes. The 

entire 2010 board was also invited to provide comments on an earlier draft. 

 

While this introductory section is sequential, the detailed Table of Contents 

allows readers to navigate this material in whatever way is most relevant to 

their needs. It is published in Word format to allow any IAP2 group to further 

elaborate on or enhance it over time as best suits specific organizational 

needs.  

2 Governance 

2.1 Board Member Preparation and Orientation 

New board members arrive full of passion and energy, and for that to be put to 

good use those members must be prepared. The responsibility for recruiting 

and electing/appointing properly prepared members lies with each Affiliate, 

but only Federation board members can provide guidance on the Federation 

perspective, so the more that is done prior to a member’s term of service, the 

more effective each member will be.  

 

a. There should be a formal and well-maintained set of information about 

board leadership so that both candidates and new board members 

understand the roles, responsibilities, expectations (including time and 

travel), and obligations of being a Federation board or committee member. 

Defining this in detail will be part of the Federation’s work.  

b. In addition, all new board members need a formal orientation to the 

history and ongoing work into which they are stepping. They should have 

a working understanding of IAP2’s organizational and leadership history, 

core values, structure, intellectual property, Affiliates, and the unique role 

of the Federation board so they can step in prepared to help shape the 

Federation’s strategic direction.  

Consider putting in 
place a mentoring or 

“buddy” system to 
support new board 

members. 
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c. Consider opportunities for all board members to affordably experience 

some form of core IAP2 training. This is much more relevant than in the 

past as the focus of the Federation board is increasingly on intellectual 

property and new program development.  

2.2 Representational Structure, Implications, and 
Options 

The nature of the Federation organization requires vertical representation and 

fealty from board members, not necessarily horizontal reaching out, team-

building, and support across the Affiliate representatives. The 2011 structure 

that includes at-large members from the pre-2011 organizational structure 

provides a transition structure and process. During this time the board can 

institutionalize mechanisms for board members to quickly, successfully, and 

respectfully build working relationships among each other in service to the 

Federation, even as each represents her/his own Affiliate. 

 

IAP2 has had an almost exclusively at-large board for the organization’s 

entire history, so it was simple to divide up critical responsibilities and 

leadership among board members, each of whom was by definition 

representing the whole. Recent IAP2 boards had the chance to practice 

aspects of the Federation model with members from existing or incoming 

Affiliates serving on the international board, and intentionally supported the 

2011 transition by blending at-large and Affiliate-specific membership.  

 

By 2012 when all members will be from Affiliates, the board must resolve 

how to address issues that may resonate with and affect Affiliates differently: 

 Continuity of the Federation’s strategic direction as board members turn 

over and new Affiliates are approved 

 Officer and other leadership roles and positions 

 Financial responsibilities and acumen 

 Strategic decision making and direction setting 

 Intellectual property  

 

Additional work is also necessary to further define the legal relationship 

between the Federation and Affiliates and among Affiliates with regard to 

certain forms of data, intellectual property, research efforts, learning 

opportunities, networking, and other points where these legal entities intersect 

by definition or for mutual benefit.  

2.3 Board Processes  

The following suggestions were offered by participants to help the board 

meetings be more successful. 

2.3.1 Leadership 

a. Explicitly tie all board work to the mission, vision, and strategic plan 

 This is your time to 
make your way and 

bring your own 
leadership at this 

moment 

 A lot of people find 
process routines to be 
deadly dull and a time 

sink but good 
administrative 

practices keep a ship 
afloat AND keep an 
organization within 
legal and financial 

requirements. 
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b. Explore implications of shifting away from singular leaders and small 

leadership teams toward a broader-based leadership structure within a 

participatory leadership model, along with other leadership structures and 

models; rigorously examine what is most appropriate for the Federation’s 

needs at a given time and across its various areas of responsibility 

c. Give members a leadership pathway and role that’s meaningful 

d. Beyond what is designated in the Bylaws, formally clarify the roles and 

responsibilities of officers, the executive committee, and other 

committees; determine how to manage, monitor, and report out for each of 

these subgroups 

2.3.2 Administration  

a. Create an annual board calendar and schedule key items by month for the 

board to discuss 

b. Arrange agendas and schedule meetings to allow deep conversations on 

critical topics 

c. Create workable mechanisms to ensure all board members have the 

opportunity to be fully prepared for each meeting, including clear and 

easily accessible current and background materials, actions required 

(including previous and future related decisions), impacts and options, 

additional resources to help them be fully informed, and so forth  

d. Further explore and consider expanding the use of consent agenda items 

2.3.3 Decision Making 

a. Examine decision-making process options and appropriateness for various 

decision types and timing; decide as a group what to use, when, and why; 

document, communicate, and convey; and routinely revisit  

2.3.4 Structure 

a. Routinely attend to and resolve issues and tensions between larger and 

smaller Affiliates, including the number and nature of board 

representatives 

b. Prepare in advance to address issues of the board’s size as more Affiliates 

are created 

2.3.5 Committees 

a. Create a robust committee structure to advance the Federation’s agenda: 

Examine standing committees, ad hoc committees or task forces, and other 

forms, and determine when each may be appropriate; consider having 

reports first vetted at the committee level and then carried forward to the 

board with the full support of committee members 

b. Create a mechanism to include individual members of various Affiliates in 

international committee work  

 Act with generosity 
toward and provide 

support for new people 
who move into 

leadership positions 
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c. Find ways to authentically share committee leadership among board and 

non-board members; examples include rotating meeting chairing, breaking 

out specific leadership-development tasks such as agenda setting or work 

flow management, mentoring, building leadership through committee 

opportunities, proactive succession planning, and so on 

2.4 Staffing 

Staffing for IAP2 has varied considerably over the years, and changed again 

in 2008 with a comprehensive international search for a full-time professional 

executive director, and the organization will soon also have a professional 

development manager. With the shift to a Federation structure, board 

members should consider what staffing arrangements work best to advance 

the board’s strategic directions, how to effectively manage and monitor staff 

performance, and how to ensure the resources are in place to support staff.  

 

a. Collaborate with the executive director to develop a work agreement that 

directly supports the Federation’s strategic directions, respects the distinct 

roles and responsibilities of each party, clarifies the board’s oversight and 

monitoring responsibilities, defines the reporting structure, and properly 

values the executive director’s work  

b. Clearly articulate the boundaries of governance and management between 

the board and staff, and routinely verify that both the board and the 

executive director are in accordance 

c. IAP2 established a contractual rather than traditional employment 

relationship with the current executive director; the executive director in 

turn subcontracts with others to meet all administrative needs. The board 

should routinely reexamine the legal relationships between the Federation 

and the executive director and other staff to ensure they most 

appropriately meets everyone’s needs. 

d. Refine or establish comprehensive professional employment practices 

around the relationship between the board and the executive director; as 

necessary, seek assistance from outside human resource professionals, get 

examples from comparable organizations, etc.  

3 Leadership and Board “Culture” 

3.1 “Culture” 

With its multiple meanings and intents, the powerful notion of “culture” will 

be a factor in all aspects of the new Federation board’s work.  

 

Individual board members bring with them the culture, language, customs, 

and habits of their families and communities. Each brings personal 

communication and decision-making styles and often the particular group 

processes of their cultural community (defined in both narrow and broad 

senses). They bring expectations of themselves and others. They make 

assumptions based on more or less knowledge about the board, their role, the 

work, IAP2, and often other board members.  

 Leaders need to lead, to 
drive the agenda, 
motivate board 

members, and check in 
with individuals so 

everyone feels part of 
the journey 
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 IAP2 has such a strong 
Anglo-Saxon culture. 

The Anglo-Saxons just 
go ahead and do 
things, and that’s 

perceived as too strong 
and aggressive in my 
country. I felt I was 

walking on eggshells 
with my country’s 

strong culture battling 
IAP2’s.  

 

Those who join the board after having previously served IAP2 as a volunteer 

bring additional information, perspectives, history, experience, preferences, 

and opinions. Those who have been representatives of Affiliates or of specific 

roles or functions such as training, publications, or research bring obligations 

and responsibilities that they perceive clearly but may be completely unknown 

to others. And each comes with more or less power, rank, or standing as 

defined and manifested in any number of ways.  

 

Over time, that motley combination of culture congeals into different versions 

of a board culture. For some, this cultural background is baggage. It is ghosts. 

It is unknown, unknowable, sometimes frightening, and always complicated. 

When viewed across the years it is far from static or intractable, yet each 

unique collection of board members feels the weight of those who have gone 

before. Each perceives it as some combination of burden and gift, with the 

balance different for each board member and often varying over time.  

 

The enormous and wonderful challenge for the new Federation board is to 

find a way to harness the power of a bigger IAP2 culture – a culture that 

transcends boundaries of geography, history, gender, age, language, 

education, tenure, experience. The 2010 board members and legacy leaders 

who contributed to this project see this as represented in our core values that 

serve as a beacon to guide IAP2’s work. At the same time, they caution that 

the core values shouldn’t be interpreted as providing explicit direction on the 

details of good governance, leadership, decision-making, and oversight. Board 

members must take care to do the right thing on behalf of the profession while 

focusing on the thousands of people who make up the corpus of IAP2. In that 

work, board members must beware of the attraction and appeal of overly 

efficient decision making or declaring too many things an “emergency.” Such 

sloppy governance can too easily become an isolated, insulated, “command 

and control” structure that puts the organization at grave risk. 

 

Connected to those issues is the inherent challenge of reconciling early what 

some contributors have identified as the conflict between an organization 

grounded in values and ethics that provides international leadership around 

P2, and one focused on making money. There are countless ways to frame 

such a conversation. Some of these are addressed in the business 

development, training, and research sections below, but more issues are raised 

than resolved. The Federation board needs to tackle these early and often, 

always disciplining itself to value and leverage – rather than chafe under – the 

power of culture as carried by individuals, the board, and IAP2. 

3.2 Relationships and Communications 

Beginning in 2012 there will no longer be any at-large board members 

intentionally spanning the whole of IAP2’s geographic, linguistic, cultural, 

and other boundaries. That shift from almost exclusively horizontal – across 

the entire set of individual members from around the world – to 100% vertical 

– from each Affiliate to the Federation board is completely new for IAP2. The 
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challenges of this transition are compounded by Affiliates that may have 

annual appointments and new Affiliates throughout the year.  

 

The richness of such a group creates tremendous opportunities, but to be 

effective the Federation board must build into its work intentional, formal, and 

structured relationship- and team-building that is ongoing and tailored to meet 

the needs of the board and individual members. 

 

The success of such internal work will be sorely tested each month at board 

meetings conducted by conference call. There is no magic solution to making 

phone meetings great; board members have for decades been challenged by 

making important decisions via conference call. And it will always be much 

more difficult for some board members than others: people receive and 

process information differently; language – both that in which the meetings 

are conducted and the jargon of governance and P2 – is a known challenge; 

and crossing over a dozen timezones coupled with the time of day that 

individuals do their best work create additional difficulties.  

 

Good governance and management structures can profoundly improve 

communications and decision making. For example: Moving the work through 

a known process rather than making abrupt decisions or changes; ensuring 

that supporting materials are available well in advance of a decision; 

providing board members with sufficient information to both engage and 

represent their Affiliates honorably; and fundamentally by addressing 

members’ needs with a commitment to being respectful, flexible, and 

accommodating. Everyone working together to ensure that each board 

member is a legitimate participant in decision making builds strong 

relationships…and guarantees better results. 

 

Contributors also overwhelmingly stressed the value of using face-to-face 

meetings to do the heavy lifting necessary for such a complex international 

agenda and to ensure all Affiliates can participate. It is the Affiliates’ 

responsibility to support their representative(s), but the capacity to do that 

varies tremendously; it is in the best interest of the Federation to ensure that 

all Affiliates are represented.  

 

Also central to the Federation’s work is supporting board members to engage 

their Affiliate members in the international decision-making process. The 

details will evolve over time, and should be routinely revisited by the board.  

 

Also recognize the powerful relationship building that can occur through long-

term service on important and substantive committees. Populated by board 

and non-board members, committees underpin the board’s work and build 

trust, develop leadership, raise issues, and deepen thinking. Used well and 

wisely they strongly support the board’s functionality on multiple levels. 

 

Remember, too, that board relationships will be in an ongoing state of flux 

with incoming Affiliates, representative turnover, and staff changes over time. 

The challenges would be eased considerably with a solid succession-

The important learning 
here is the critical 

nature of face-to-face 
sessions to build 

relationships, practice 
civil discourse, and 

really solve problems. 
It’s important that 

these go beyond strictly 
business so that they 

can do the truly 
difficult work of 

moving beyond their 
individual ideology and 
into the places where 

more thoughtful 
decisions can be made 
on behalf of the entire 

organization. 
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planning/preparation process for board officers and the executive director. 

Succession planning should also be encouraged at the Affiliate level, and 

actively supported by the Federation so that each Affiliate can draw from 

basic information and expectations to create their own materials and structure. 

In this way the board fosters the structural stability Affiliates need to actively 

recruit new people, ideas, and approaches to meet the full range of needs and 

expectations. 

3.3 Civility, Respect, and Collaboration 

Federation board members will certainly begin their service to IAP2 with a 

commitment to civility, respect, and collaboration. Such an approach has 

characterized IAP2 board service since its inception and is central to IAP2’s 

success over time. With the new organizational structure and responsibilities, 

board members must also agree on behaviors and norms to ensure that 

members properly represent their own Affiliates to the Federation, and IAP2 

to the world.  

 

The Federation board will be able to build on existing IAP2 materials 

including the Federation bylaws, Code of Conduct, list of board member 

expectations, and some specific work by the 2010 board. Important early tasks 

may include the following: 

 

 Develop agreements, ground rules, and work processes that support civil 

and respectful exchanges within the board, between IAP2 and partners, 

and in all IAP2 activities  

 Conduct a formal orientation and review of the Code of Conduct for the 

entire board and each new board member; thoroughly talk through what it 

means for personal behavior and conduct in individual roles and in 

conducting IAP2 business 

 Develop a common understanding of individual conduct and behavior in 

the context of Federation governance; this applies among board members, 

between the board and staff, and with outside organizations and 

individuals 

 Manage and monitor the process to respectfully and effectively resolve 

disputes with staff 

 Build into board agendas time to discuss conduct and norm commitments 

and address any issues or questions before they become problems  

 Develop processes and procedures to immediately and effectively handle 

serious dissent and breaches of conduct and norms 

 Regularly monitor board and board member performance relative to the 

Code of Conduct and report out results in meeting minutes 

 Build conduct and behavior into the board’s annual self-evaluation 

 

These same issues and opportunities relate to board leadership with Affiliates.  

 Explore how mature Affiliates could proactively support new Affiliates to 

function in civil, respectful, and collaborative ways through model or 

My advice to future 
leaders of IAP2 is to 
share responsibility, 

forgive, and be 
flexible. 

The organization must 
live and breathe the 

Core Values – as with 
any organizational 

mission statement and 
guiding principles, we 
must strive to the best 

we can be  
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example processes, activities, administrative structures and procedures, 

governance, templates/materials, and so forth 

 Explore options to formally support all Affiliates’ active participation in 

the collaborative work of the Federation board by identifying and helping 

eliminate barriers to participation that may include language, distance, 

money, travel restrictions, cultural understandings, handicapping 

conditions, and so on 

 

Civility and respect are grounded in good policy and procedures: 

 Formally review and hone policies and procedures around privacy and 

confidentiality, communications, and information sharing that applies to 

board members, staff, and others as appropriate 

 Institute organizational “health checks” at regular intervals to explicitly 

identify and address any issues related to expectations, conduct, and 

related policies 

3.4 Affiliate Relationships 

Below is some guidance from project participants about ways for the 

Federation to successfully collaborate with Affiliates. 

 

Don’t get caught up in procedure and control. Essential to the Federation’s 

success is trusting Affiliates to know what is best for themselves. Affiliates 

are the engine of the organization and need to be sufficiently free to be the 

architects of their own success. 

 

Be open to innovation. Affiliates can be great incubators of initiatives and 

ideas that may have application elsewhere in the world. The Federation is in a 

uniquely important position to support that cross-fertilization and serve as a 

clearinghouse for great ideas. Respect, appreciate, and support that kind of 

leadership and creativity at the Affiliate level, just as the Affiliates should 

respect the same from the Federation. 

 

Be a beacon. Most of the value and service delivery that IAP2 has offered 

over the years has come from local efforts. The power and value in the central 

organization has largely been as a psychological “home” and to provide 

legitimacy to critique and validate what people in the field do. It is unlikely 

that the Federation will be the primary funding source for major Affiliate 

projects, but it will serve as an international beacon for best practices, the 

integrity of public participation processes, and IAP2’s core values.  

4 Strategic Planning, Decision Making 

The board and members have yet to recognise the importance of their work 
in leading the debate about public participation in a new world order. 

Democracies around the world are moving from representative to 
participatory decision making. And while there is a need to help others 

One thing we’ve never 
been able to 

accomplish is to be the 
spokesperson for “the 

field” of public 
participation. That was 
a function we originally 

intended that never 
really happened, and 
now applies on both 
the international and 

affiliate levels – and we 
absolutely need to get 

there. 

IDEA: 
Secure the 

international 
dimension of our work 
– coordinated learning, 
shared working parties 

across the countries, 
theme-based 

interrogations to drill 
down into key PP 

territory. Another key 
will be IAP2’s 

connectedness to 
governments and 
NGOs to bring our 

learning to the very 
table of governments. 
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make the transfer to democracy there is a greater need to help established 
democracies grasp the nettle of participation. In times of crisis democracies 
have a tendency to become increasingly regressive and centralized – more 

extreme in their intolerance of minority groups and more reliant on the 
dubious lessons of the past. We should be leading the debate that counters 

this backslide – recognizing that creativity needs confusion and that new 
directions will emerge if we use the confusion appropriately and creatively. 

We know how to do this. 

4.1 Strategic Planning 

Yes, it is all important. And those many priorities and preferences take on new 

urgency when board members arrive as explicit representatives of their own 

Affiliates. Yet the Federation board is responsible for the broader and unique 

mission, opportunities, and challenges of the entire organization, and is the 

only body that can create and leverage the powerful synergy of such a truly 

international organization. 

 

Board members must take the time to establish a truly strategic plan for the 

entire Federation, not for a collection of individual Affiliates.  

 

It is likely that in 2011 this will take the form of strategic directives or 

guidelines, while the board grounds itself and prepares to establish the 

organization’s future direction in a more formal strategic plan.  

 

The strategic plan should include: 

 A few very long-term goals tied directly to IAP2’s mission and vision 

 A larger number of key strategies, typically achievable in 2-7 years, that 

lead directly to the goals 

 A robust set of tactics to accomplish those strategies and form the basis for 

the board’s and staff’s annual or two-year work plans that include people’s 

names, timelines, budgets, outcomes, measures, and an accountability/ 

reporting structure 

 

The strategic plan must frame the Federation’s entire set of work, and 

progress against the plan must form the basis for each board meeting agenda 

and all board members’ activities.  

 

Implementing tactics to achieve the strategies and advance the goals is the 

work of Federation board members and staff and also the entire IAP2 family. 

Each Affiliate representative carries not only the burden of representation but 

more importantly the bounty of talent, energy, and ideas of all Affiliate 

members. The vast and important work of the Federation can’t only be 

accomplished by tapping into that enormously powerful talent pool. Plan 

ahead; build that human resource framework across all Affiliates and their 

members; support, sustain and refresh it; and use it to its fullest potential in 

service of the Federation’s strategic planning initiatives.  

We are still mostly 
white, English- 

speaking, first world, 
with little to offer and 
no way to learn from 
those who do not fit 
this description. My 

hope for the future is 
that the Federation 

board will keep asking 
the questions: In what 

way are we an 
international 

organization? How can 
we fulfill the promise 

of the ”I” in IAP2? 



IAP2 Legacy Project: Report, January 2011  Page 11 

4.2 Business Development  

This section is based on the recommendations of the 2010 business 

development committee that was created with the following charge:  

 Focus on the future success, stability and growth of the organization 

 Use research and development methods to generate new income, creating 

opportunities for the Association 

 Develop and evaluate proposals 

 Be strategic 

 Identify investment opportunities 

 Be entrepreneurial 

 Monitor the development of new products and services through their start-

up phase until they are mature enough to be integrated into IAP2’s scope 

of services 

 Generate a minimum of one new product or service annually 

 Take sound recommendations to the board for decision 

 

It is critical that the Federation conduct regular, focused, and deliberate 

discussions on “what’s next” for IAP2 in order to plan, grow, and meet goals 

and objectives. Continued focus on innovatively reinventing and stretching the 

organization and generating income is an inherent and imperative part of 

future stability and value.  

4.2.1 Essential work of a business development or similar committee 

a. Continue to identify business and investment opportunities for board 

review, and help the board prioritize the choices 

b. Diversify work streams and capabilities to build income beyond historical 

training and conference services  

c. Add new and creative ventures that position the Federation to compete 

and/or partner with organizations such as the National Coalition for 

Dialogue and Deliberation; competition will increase as more 

organizations strive to offer broader services and vie for increased share; 

additional options are necessary to strengthen Affiliate membership, 

support areas where activity, membership, and energy are spiking, and 

keep IAP2 energized and strong  

4.2.2 Suggested improvements 

a. Tightly connect business development and financial discussions and 

decision making 

b. Define how business development work will integrate with the board’s 

decision making processes; create links between processes, metrics, and 

objectives in order to realize strategic results  

c. Embed business development in the Federation’s strategic plan 

d. Explore ways to gather feedback from Affiliate members on creative ways 

to invest time and resources; the best ideas come from the talented 

members who are generating amazing work around the globe; simple 

Keep asking the critical 
questions: Is IAP2 

relevant, and if so to 
what audiences and in 

what way?  What is 
the value that it brings 
to the world and what 
is the value proposition 

it gets in return; i.e. 
how will the world be 
worse off if IAP2 does 

not exist? 
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things like an “idea box” or link on Affiliate websites helps leverage 

intellectual capital to generate innovations and ideas  

e. Ensure that business development efforts meet the strictest ethical 

requirements – holding all proposals to the same high standards and 

ensuring there are no conflicts of interest among those engaged in 

discussions, recommendations, or board decisions 

f. Support dedicated resources for this endeavor; commit enough people, 

establish leadership roles, and support people devoting sufficient time for 

this to be successful  

g. Ensure that business development work formally includes multiple 

geographic regions; such diversity is essential to produce the best ideas 

and provide opportunities for growth and income that reflect and support 

the true composition of IAP2  

h. Standardize the information requested for proposals and new ideas to 

ensure opportunities meet objectives and are aligned with the Federation’s 

strategic plan 

4.2.3 Critical questions for the board and business development 
committee 

a. Even if there is a clear need, is IAP2 fully committed to creating new 

business and investing in initiatives with longer-term payoffs? Do we have 

the courage and patience to make decisions now about 2013, 2014? Can 

we afford that, or do we need to focus on wins in 2011? How do we 

balance short- and long-term needs? 

b. Are we willing to move beyond traditional thinking and take chances in 

uncharted territories, especially with the opportunities made possible by 

the Federation structure and organization? 

c. Are we willing to be deliberate and pursue only the most key engagements 

linked to the strategic plan and leave other options on the table? Can we 

say “no” when we need to? 

4.3 IAP2 Training 

This section is based on recommendations from the 2010 training director, the 

2010 training committee, IAP2 trainers, and project participants.  

4.3.1 Leadership and quality 

The training program has historically been managed by volunteers, with a 

board member (who was a trainer) typically serving as the training director.  

 

The approximately 50 Certificate Program and EOP2 trainers around the 

world are all independent contractors who are licensed by IAP2 to deliver 

training owned by IAP2.  

 

This structure and process requires a more solid and consistent framework 

within which to operate, and courses and materials must be kept current and 

provide value to participants. 



IAP2 Legacy Project: Report, January 2011  Page 13 

a. Hire a qualified Professional Development Manager to oversee the 

operations of the training program and provide a vision for the future 

b. Continue to deepen the trainer evaluation process and add rigor to 

program development to ensure the highest-quality training 

c. Further articulate and communicate the roles, responsibilities, and 

authority of both IAP2 and contract trainers; this applies to training 

program development, trainer evaluation, trainer professional development 

expectations and opportunities, marketing, license fees, compensation 

alternatives, train-the trainer programs, etc. 

4.3.2 Business development  

a. There must be clear and tight links as well as differentiation between 

business development and training efforts by committees and the board; 

this is particularly important for reviewing or initiating any new training 

products 

b. With the Federation bylaws prohibiting trainers from serving on the board, 

explore other ways to incorporate the deep experience and knowledge of 

IAP2 trainers in new product development 

4.3.3 Train-the-Trainer  

a. The Federation must finish developing the new train-the-trainer program 

so that candidates can be selected and trained as they are needed. The 

train-the-trainer program must be regularly evaluated and updated to meet 

changing needs, including changes to the program materials.  

4.3.4 New Certificate program 

This program development formally begins in February 2011.  

a. This complex and collaborative process will require clear board leadership 

and strong project management by the incoming professional development 

manager and the executive director.  

4.3.5 Training Committee 

These recommendations are based on input from 2010 Training Committee 

members and IAP2 trainers. 

a. Clarify the mandate and terms of reference for the Training Committee 

before new members are selected  

b. Ensure that the Training Committee includes representatives from all 

IAP2 training programs 

c. Maintain the license requirements for trainers to submit annual training 

plans (business plans) and professional development plans 

d. License fees are a significant portion of a trainer’s costs, so trainers should 

continue to be consulted as IAP2 considers changes over time 

e. The 5% set aside for the Training Fund is essential to support new 

initiatives; ensure this continues and is used in accordance with the criteria 

in support of the Federation’s strategic direction 

IDEA: 
The Board should 

retain a substantial 
sum of money from its 

training returns to seed 
development in five or 
so new nations a year, 

perhaps lasting 3 
years. Individual 

affiliates may not see 
this as their 

responsibility but with 
the Federation board’s 
international focus this 
is a role that will make 

the board central to 
the Federation and will 
prove a role crucial to 
the IAP2 of the future. 
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4.4 Research  

This section is based on information provided by 2010 board member and 

university researcher Lyn Carson, combined with insights from project 

participants. 

 

IAP2’s Research Committee has varied in its portfolio, energy, composition, 

and initiatives over time, but by any measure has successfully shepherded 

through some tremendous efforts that have significantly influenced the field 

and contributed positively to IAP2’s reputation and services to members. The 

best known of these are certainly the Kettering Foundation project and the 

several incarnations of our own Journal.  

 

Concurrently, we are surrounded by interesting research communities 

throughout the world who are very active in both public participation and 

deliberative democracy. 

4.4.1 Considerations and recommendations 

a. Decision making and structure: The Federation should be looking at 

how research and practice can dovetail in everything IAP2 does. Rather 

than a standing Research Committee, it may make more sense to assemble 

working teams for specific projects, such as was done with the successful 

Kettering project.  

b. Journal: In 2010 IAP2 approved a partnership with the Journal of Public 

Deliberation through its new editors at Kansas State University in the US. 

IAP2 people will be on the editorial board and also editing the practice 

component. This should attract a wider audience and secure IAP2’s 

reputation among researchers as the practice arm of deliberative 

democracy and civic engagement. 

c. Research leadership: It’s important to note that any project committee or 

working tem needs at least two people in leadership roles to provide 

sufficient energy, synergy, and redundancy for success  

d. Integrating scholarship and practice: A possible model for this is being 

tried in Australasia in February 2011 with the workshop of researchers and 

practitioners, Deliberation Democracy: Connecting Theory with Practice. 

They will use deliberative democracy techniques to define a research 

agenda for the field. Dr Lyn Carson can provide additional details on that 

effort to help both the Federation and Affiliates explore such options.  

e. Affiliate-based research: Affiliates could also convene a group of 

practitioners and researchers to develop a research agenda. Some 

Affiliates have already done so or have set up processes to identify 

research opportunities; certainly there are both local and global research 

opportunities. An affiliate-led research agenda is part of IAP2’s 

commitment to tapping local talent and wisdom. One of the key learnings 

from the “Painting the Landscape” project was the differences across 

countries and cultures; there are real benefits to doing our research in a 

more local/regional environment – some of which may result in some 

global expressions. 

IAP2 must start 
working with leaders 

and decision-makers to 
demonstrate to them 

the benefits of 
gathering public input 

to make better 
decisions. IAP2 must 
demonstrate that we 

have influence with our 
political, economic and 
social leaders and have 
something useful to say 

to them and to the 
public, as well as to 

practitioners. 
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f. Research component of IAP2’s strategic plan: The new strategic 

initiatives and plans need to be incredibly clear that IAP2 has a sense of 

inquiry and is cognizant of the gaps in knowledge. And the link to the 

board must be much more substantive than simply reporting out at board 

meetings. Such a fully integrated approach will certainly attract 

researchers into the P2 landscape. IAP2’s decision to partner with the 

Deliberative Democracy Consortium for the Journal of Public Deliberation 

is a great example of that spirit of inquiry at work. 

g. Celebrating research efforts: Implement a core value award for research 

and consider focusing it specifically on the connection between research 

and practice 

h. Funding: Scholars and researchers are very good at attracting money, and 

will get even better with a connection with IAP2; many funding sources 

require a practice-based connection and IAP2 offers that.  

4.4.2 Outstanding issues and reflections 

Connecting research agendas, ideas, opportunities, results, and initiatives 

across IAP2:  

a. There’s lots of research and practice going on all the time and the key is to 

actively go look for it and make it happen; that’s the strategy behind the 

February 2011 Australasian gathering (see above) that brings people 

together in one place and creating an environment in which research 

opportunities emerge – rather than tasking an individual or small 

committee to do this on their own. 

b. How can and should sharing occur across Affiliates? If there are synergies 

then people can identify them once that sharing begins it may inspire 

others to move forward with their own research agendas. 

c. As the research agendas of each Affiliate wouldn’t be the work of the 

Federation board, how do we harness the wealth of research opportunities 

and knowledge sharing for the entire Federation? The Federation board 

may need to set up some kind of research sharing structure to help 

accomplish this. By building a more formal research dimension into the 

Affiliate application process, the Federation might be in a better position 

to offer things like letters of support. 

Staying abreast of research around the world: 

d. The Federation could support or create a virtual community of practice 

around research as well as other cross-national issues 

e. There are already communities of practice around the world such as the 

National Coalition for Dialogue and Deliberation as well as some key 

individuals who are keeping up with existing networks; it may make more 

sense to keep up with those existing networks rather than trying to create 

our own 

f. Also remember how essential the Journal of Public Deliberation will be 

for IAP2 to become aware of key research opportunities 
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4.5 Finance  

This section is based on information provided by 2010 Finance Committee 

members and project participants. The recommendations centered on strategic 

and responsible financial planning; formal, sound, and transparent financial 

practices and management; robust and informed oversight by all board 

members; and considered, rigorous, and judicious decision making. 

 

a. Board oversight: Board members must rigorously examine financial 

reports, projections, and trends. Identify targets, run scenarios, define 

choices in advance. Realign spending as necessary no less frequently than 

quarterly.  

b. Financial expertise: Seek people with financial expertise among board 

members and staff, or get it from outside financial experts; this should 

include revenue planning, budget development, and financial management  

c. Internal alignment and coordination: Ensure tight links between 

finance, business development, training, and research to ensure plans and 

decisions and completely aligned and support the Federation’s strategic 

directions. Establish clear communications structures, sequences, and 

protocols to support this.  

d. Revenue development and support: Robust sources of revenue are 

essential to the Federation being able to advance its strategic initiatives. 

Invest in developing new products and services and maintaining those that 

are existing in order to have stable and sufficient revenues over time.  

e. Budgeting: Include in the annual budgeting process a basic survival 

budget that underestimates income and overestimates expenses 

 Have a mechanism in place to prioritize required and optional 

expenditures 

 Examine and evaluate every potential expenditure against its benefits 

and its alignment with the strategic plan  

 Consider how Affiliate members will perceive particular Federation 

budget items and provide optional communications supports to help 

facilitate Affiliate discussions 

 Event planning and financing: Conduct a comprehensive financial 

assessment as part of any major event planning. Leverage IAP2 and 

partner connections to increase revenues, share costs, increase 

financial and in-kind contributions and supports. For any major events, 

strategically consider how to spend staff time and not only those hard 

costs but what won’t get done if staff is doing that. And consult 

appropriate experts before the board enters into any contracts that put 

the organization at serious risk if things don’t work out as planned. 

f. Audits: Ensure an annual audit and have the auditor present the results to 

the board or board’s designee  

g. Partners/funders: Thoughtfully consider the financial input and advice of 

partners and funders of various kinds.  

Be financially 
responsible. 

Be frugal.  

Examine and evaluate 
every potential 

expenditure against its 
benefits.  Consider the 

appearance of the 
expenditure to the 

membership.   
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5 Affiliates 
The content for this section was gleaned from input gathered from all 

participants in this process. 

 

All fundamental leadership development and succession planning occurs at 

the affiliate level. As shown on the chart, it is essential to identify, support, 

and plan for leadership in four dimensions:  

 Affiliate members for Affiliate boards 

 Affiliate representatives for the Federation board 

 Affiliate members for Affiliate committees 

 Affiliate members for Federation committees 

a. Qualified decision makers: Affiliates need to expend substantial efforts 

to identify, select, and develop qualified decision makers.  

 Find board members with governance and leadership skills along with 

good hearts and passion 

 Grow, nurture, and support leaders and decision makers of all kinds 

and across all of the Affiliate’s work 

 Leverage local and Affiliate-wide efforts through committees, task 

forces, affinity groups, and other structures, and in each, support 

authentic leadership development especially for under-resourced areas 

or members 

 Define and clearly communicate the role of the board/committees and 

their respective responsibilities 

 Differentiate between the board’s governance role and others’ 

management role 

b. Authentic Affiliate representation on the Federation board: Affiliates 

should develop internal decision-making protocols so that the 

representative to the Federation board fully understands what they are and 

are not authorized to decide and so that Federation board decisions are 

robust, defensible, and sustained. 

c. Role clarification: Affiliate representatives to the Federation board must 

fully understand the distinction between their role on the Affiliate board 

and their role on the Federation board. At the international level they must 

be both trained and supported to step up to that global perspective and put 

first in their mind the whole of IAP2’s long-term future, needs, and 

priorities, while still remaining true to their Affiliate obligations. 

d. Volunteer development: Each Affiliate will create their own ways of 

finding and engaging volunteers that are sensitive to their needs, culture, 

and communities; below are some ideas from participants in this project: 

 Get people involved on a small level in something that’s of interest to 

them, then as they become engaged, help them find ways to do more. 

Leadership Needs 
 Boards Committees 
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 Affiliate reps 

for 
Federation 
board 

Affiliate 
members for 
Federation 
committees 
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Affiliate 
members for 
Affiliate 
board 

Affiliate 
members for 
Affiliate 
committees 
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 Ask people to take on specific tasks; if they can’t, thank them 

sincerely and ask them again later about something else; usually 

people are flattered to be asked and most say yes. 

 When someone approaches you and says, “We should do this,” be 

aware that it often means, “You or someone else should do this.” Try 

responding with, “That’s a really interesting idea; we’d be glad to 

work with you to explore it further.” This emphasizes that the 

organization’s job is not to do for them but to do with them; we are 

only as strong as the contributions of our volunteers. While some 

people aren’t interested when they learn they have to participate to 

move it forward, many more step up and add new energy to the group. 

 Take time to recognize new and current volunteers visibly and often. 

e. Relationship-building across Affiliates: Building relationships within 

and between countries and continents has allowed IAP2 to grow and 

prosper for many years. In previous years the IAP2 annual conferences 

allowed members to make deep personal and professional connections – 

but in the past they were much more affordable for most (though not all) 

members. There are great distances and capacity differences both within 

and between Affiliates, and each needs to look long and hard at how to 

bring people together in meaningful ways that meet the needs of both 

individual members and the Affiliates. 

f. Participatory power: As Affiliates form and grow, each board needs to 

remember the power of participation on all fronts. As project participants 

put it:  

 The best ideas don’t always come from the board; lead by example and 

lead through participation 

 Use the membership to vet and validate your decisions 

 Focus on serving your members first, and follow with how to 

financially sustain the organization 

 Remember that people will belong to and pay for things from an 

organization that brings them value 

g. Scale and revenues: For Affiliates that generate revenues from 

membership and products/services, size matters; run various scenarios and 

evaluate the results to inform decision making and meet your goals for 

members. 

6 Operations 
The recommendations in this section were developed in collaboration with 

IAP2’s current executive director, Moira Deslandes, and further informed by 

ideas from project participants. 

 

a. Governance and management: As noted elsewhere, board members 

must be trained and coached to understand their governance role and how 

it differs from the executive director’s management role. In embracing that 

Sustain extraordinary 
communication with 

your members, 
including subgroups 
and committees, and 
demand that same 
kind of exceptional 

communications from 
those groups 
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critical governance role, board members then must fully elaborate on 

management’s distinctly different role, and the board’s responsibilities for 

oversight as well as their legal obligations and responsibilities. Such 

clarity will allow both staff and the board to do their best work.  

b. Policies and procedures: While the Federation board has a solid set of 

bylaws, policies, and procedures from which to commence its work, an 

early task must be to formally review all of these against the needs of the 

Federation. That initial review is the basis for an annual policy review 

process. This annual review ensures that policies and procedures are 

understood and fully support IAP2’s international needs. Common and 

concurrent processes by the Federation and Affiliates would check for 

policy alignment and agreement on procedures where the Federation and 

Affiliates intersect.  

c. Operations: The executive director should create an Operations Manual 

to document all practices and procedures. It would address special 

circumstances as well as emergencies, and the board must be sufficiently 

familiar with its contents and inherent practices to attend to critical 

operational issues in case of an emergency. 

d. Communications: Since IAP2 first had staff many years ago, 

communications and expectations between individuals board members and 

staff have been challenging and complex. The Federation board needs to 

develop and document communications protocols in all directions among 

all parties: Federation board; Federation board members; Affiliate board; 

Affiliate board members; Affiliate members; Affiliate boards; and of 

course staff. It would be useful to run what-if scenarios to guide everyone, 

including staff, in how to handle the various requests, documents, 

materials, money, information, or data they may receive (or send) that 

must be redirected or returned. 

e. Board relationship with staff: The board and executive director must 

formally define how that relationship will be structured. This includes the 

process, timing, and responsibilities for the board providing direction, staff 

providing information, monitoring, routine and special requests, 

committee management and support, handling urgent opportunities or 

emergencies, resolving conflict, accountability, and so on. Such 

understandings and protocols must be routinely revisited and revised as 

necessary to meet changing needs. This intersects with the governance 

discussion elsewhere, as the shift from an at-large board structure to an 

Affiliate-representation structure may raise concerns about influence over 

staff by the designated board liaison. It is essential to anticipate the 

board’s critical needs as well as potential points of conflict, and put 

processes and structures in place to optimize board and staff performance 

in support of the international strategic directions.  

Good administrative 
practices keep the ship 

afloat AND keep an 
organization within its 

legal and financial 
requirements   
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7 Appendices 

7.1 Guiding Questions for Leaders 

These are offered to help stimulate and inspire your thinking as you prepare 

your contribution; they are neither an outline nor set of requirements, so have 

fun! 

1. Board service and reflections: Personal journey, rewards and costs, 

learnings, and advice. As you reflect back on your term of service or 

leadership with IAP2… 

 What did you wish you’d known before you joined the board or began 

your leadership position (other than how much work it would be!)?  

 What is one of your most meaningful personal accomplishments 

during that time, and what impact did it have on the organization, the 

board, or IAP2’s work? What did you learn from the process or 

outcomes that might be helpful for the new Federation board 

members? 

 We can’t really stop our successors from making mistakes, but we 

might be able to help them not make the same mistakes or missteps we 

did. What advice can you offer based on your own experiences in a 

position of service or leadership? 

 What were you unable to accomplish And why is that important to 

IAP2’s future and the new board?  

 What closing advice do you have for Federation board members that 

might help them be successful stewards of IAP2’s mission? 

2. Board performance: Governance, leadership, stewardship, board 

culture, teamwork, guidance.  

 What critical governance or leadership learnings from your time of 

service/leadership would help guide Federation board members? 

 What does “excellence” in leadership and service look like under the 

new Federation model? How should it be measured? Communicated? 

 People move into leadership positions as individuals and those who are 

chosen to serve on the new Federation board become part of a group. 

What advice can you offer to them to help that group become a team, 

and hopefully a high-performing one? 

 What do you see as the key challenges facing the new board members 

in successfully representing their affiliate’s interests and stewarding 

IAP2’s mission around long-term, strategic, international issues? What 

advice could you offer based on your own term of service or 

leadership that would help them?  

 What did you learn about board or leadership “culture” during your 

term of service or leadership that would be important for this inaugural 

Federation board to know? What about for subsequent board 

members?  
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 What closing words of wit or wisdom can you share to help the new 

Federation board be wonderfully successful as they embark on this 

new effort? 

3. Critical work/strategic initiatives (committee reports): Key 

accomplishments and learnings; changes, failures, direction-shifts, and 

learnings; work in progress; guidance and direction; resources 

 What is your committee’s most important strategic accomplishment 

during your term of service or leadership? What did you learn about 

how to make the work or process successful that would help the new 

Federation board and committee members? 

 What is the essential work that must be continued by the new 

Federation board? What makes that so important? What are the risks if 

it’s not? 

 What must change about this work in the future? What needs to go in 

new directions or meet different needs? Why? What ideas do you have 

on how that might be approached? 

 What no longer applies or should be dismantled? What important work 

were you unable to accomplish? What important new work has not yet 

begun? Why are these important to the new board, what resources 

might be available to help  

 What critical questions do you think the new board and committee 

members should ask? How should they use what they learn about the 

answers to help improve their chances of success? 

 


