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Introduction
ASPRS is shrinking. A thorough examination of the Society database on 26-28 August 2014 revealed that the number of full members, including MUCs (members whose member status is dependent on their employers being Sustaining Members), is around 2500. In addition, there are 89 Sustaining Members, approximately 600 Emeritus Members and 500 Student Members. The side-effects of this reduction include: less income from dues; lower book sales; lower conference attendance; lesser readership for and submission of papers to the journal and quieter exhibitions, which cause discontent and reduced participation from advertisers and exhibitors respectively. These have resulted in reduced income to the Society, whereas outgoings have not declined in parallel, shortfalls being met from reserves. The Society has numerous strengths and vibrant areas of activity. The challenge is to transform the governance and management of the Society so that it more efficaciously serves its constituency, uses efficient practices and technology, and fosters those areas of the Society that are robust and growing.
It was proposed to Excom at its meeting in Louisville on 22 March 2014 that the Society appoint a small task force, led by the President, to address this. The task force would be required to make a preliminary report to Excom at its summer 2014 meeting and a final report, with specific recommendations, to Excom and the Board at their meetings during the Pecora 19 & ISPRS Commission I Symposium in November 2014 (it has since been arranged that Excom will meet in teleconference on 7 November 2014). The preliminary report was submitted and thoroughly discussed by Excom, which wanted the Task Force to continue its work and produce the final document. Readers are referred to the preliminary report for details of the terms of reference and membership of the Task Force. The preliminary report also gives the dates of the first four meetings, the documents considered in the deliberations and the documents produced by the members of the Task Force. Since the preliminary report was completed on 24 July 2014, the Task Force has met a further five times, on 1 August, 14 August, 29 August, 26 September and 10 October 2014. This makes a total of nine meetings. The minutes and all other relevant documents are stored on the Task Force’s part of the ASPRS Sharepoint site.
This report begins by cross-referencing the work of the Task Force to the current version of the Society’s Strategic Plan. The recommendations of the Task Force are then laid out. Clearly, these recommendations, which the Board may decide to adopt in whole or in part, cannot be implemented under the Society’s Bylaws as they are currently written. This report, therefore, cross-references the recommendations to appropriate sections of the Bylaws, which will have to be redrafted if this report is adopted. The Board may, indeed, conclude that the Bylaws be redrafted in their entirety. Work on the Bylaws would be performed by the Bylaws Committee, which has been made aware of the deliberations of the Task Force.

Strategic Plan
The Task Force evaluated the most recent Excom proposal for revisions to the Strategic Plan (dated August 1, 2014) from two viewpoints:  1) how our recommendations comply with and support the vision, mission and core values in the Strategic Plan; and, 2) the revisions to the Strategic Plan we recommend based on our findings related to restructuring and streamlining governance.

Vision, Mission and Core Values
The Task Force’s main focus was on the vision, mission and core values.  The current version of these from the August 1, 2014 Excom proposal are reiterated here for reference:
VISION:
Global development and application of imaging and geospatial information improves decision-making, sustains communities, and enhances quality of life.
MISSION:
To promote and advocate imaging and geospatial science for informed, scientifically valid, and technologically sound observations of Earth conditions and trends that lead to improved and effective decision-making.
CORE VALUES:
Adoption and practice of the scientific method advances imaging and geospatial science and technology.
Development and dissemination of guidelines and standards facilitates accessible and reliable use of imaging and geospatial information.
Development of new imaging sensors and platforms improves applications by practitioners.
Expansion of a diverse community of geospatially literate students and professionals sustains our community.
Adherence to ethical standards strengthens student learning and professional practice.
Advocacy of relevant imaging and geospatially-relevant policies promotes sustainable development and use of Earth resources.

Relationship of Strategic Plan to Bylaws and the Activities of the Task Force
The Society originates from its legal charter, the Articles of Incorporation, and everything must fall within the scope of that charter.  The Bylaws come next in seniority.  They are the high-level rules by which the Society must operate, much like the U.S. Constitution.  If such an instrument is too prescriptive (for example, some State constitutions), it is difficult to change it with the times.  If it is too general, then “anything goes”.  The U.S. Constitution is a fantastic balance between generality and specificity.  The ASPRS Articles of Incorporation specifically state, “The internal affairs of the Society shall be governed by the Bylaws which are established by the initial Board of Directors and which may be amended from time to time.”
The existence of a Strategic Plan is implied in the Bylaws by the existence of the Strategic Planning Committee and its requirement to produce a Strategic Plan.  The scope and content of the Strategic Plan are not specified.  Generally, such instruments are used by an organization to set goals for itself to work on and they are typically reviewed annually.  It is customary for the goals to remain similar from year to year, but the objectives/actions beneath them to change annually. The Strategic Plan should continue to change, depending on circumstances.
The Task Force contends that the Bylaws do not allow for the radical changes necessitated by the reduction in size of the Society and the requirement for it to be transformed to suit the needs of today’s membership.  If we had modern Bylaws, we could just work on the Strategic Plan.  Since we don’t, then the work relationship between the Bylaws and Strategic Plan becomes recursive.  Work on one informs the other until, after a few iterations, they are aligned.

Evaluation of Strategic Plan as Related to the Recommendations of the Task Force
Specific recommendations are outlined later in this report.  Those recommendations relate to Councils, Divisions, Regions, Standing Committees, the Board of Directors, membership and operations.
The first three Core Values in the Strategic Plan address technical education and advancement, guidelines and standards and most directly relate to the activities of the Divisions.  The last three Core Values address education, outreach to the geospatial community, ethical standards and advocacy.  These core values are more directly related to activities within the Councils, Regions and select Standing Committees (Education, Certification, Awards, Publications, Ethics, etc.).  The remaining Standing Committees, the Board of Directors and the Society’s headquarters perform the necessary administration and operations that facilitate the activities and technical work done by the Divisions, Councils, Regions and Committees.
The Strategic Plan outlines four goals, Goals I-IV, designed to align with the Society’s mission, vision and core values.  Each goal includes specific action items and metrics.  All of these goals are framed within the current structure of the Society.  With the possible exception of references to growing and stabilizing membership and finances, none of the goals or action items provides any direct guidance on what should be done with respect to streamlining governance.  Certainly, the recommendations presented in this report would support all the goals outlined in the Strategic Plan by virtue of allowing Divisions, Councils, Regions and Committees to operate more efficiently and effectively to serve the needs of the membership.
Recommendations for Changes to the Strategic Plan
The current Strategic Plan lists numerous goals, action items and performance metrics that all have long-term value.  Specific focus is needed in the short term, however, on activities that can help stabilize, improve and grow the Society.  Thus goals should be prioritized and additional action items added that directly address restructuring and the more efficient operation of the Society.  This Task Force recommends a “Turnaround” Strategic Plan for now, which can evolve into a “regular” Strategic Plan in a few years. The following is one of many possible schemes and is set out here as an example.
Strategic Plan 2014-2016 (Turnaround Period):  Set goals to achieve financial health, restore membership health, modernize governance, modernize operations and facilitate more direct member involvement in Division, Region and Council technical activities.
Strategic Plan 2014 (Immediate):  We must have immediate objectives to get finances in order (metric: arrest accelerating decline in income), streamline the governance (metric: write new Bylaws), modernize IT infrastructure (metric: install new or upgraded member database), maintain/enhance the relevance of the Society to the geospatial community (metric: assess Division structure and activities to align better with industry needs).
Strategic Plan 2015 (Next year):  The 2015 objectives may be to understand our present and future membership (metric: market survey), grow membership (metric: member campaign), stabilize finances (metric: lose less money than in previous years), better engage members in Region activities (metric: consolidate Regions to serve members more efficiently through activities and outreach).
Strategic Plan 2016:  For the year after next, objectives may be to increase outreach activities (metric: hold major STEM education event), improve finances (metric: operate cash-flow neutral), continue to grow membership (metric: add 500 net new members).
[bookmark: _GoBack]Strategic Plan 2017-XX: Eventually we could aspire to a steady-state Strategic Plan that achieves a longer list of goals and metrics similar to the four goals in the plan proposed on 1 August 2014. 

Streamlining Recommendations
Leave the Councils as they are, but consider converting the Division Directors Committee into another council.
Leave the overall Division structure as it is, but support members’ wishes to establish a UASD.  Around 150 signatures petitioning for UASD were collected at the ASPRS UAS Technical Demonstration and Symposium in Reno and it seems very likely that the additional 50 will be obtained before the Pecora conference, at which the Board will therefore be in a position to ratify the new Division.  Consider consolidating PAD and PDAD to avoid overlap and maintain relevancy.  Enable members to receive communications from more than one Division.  Consider calling the Divisions “Special Interest Groups (SIGs)”, i.e. adopt a more modern nomenclature and an approach taken by other professional bodies worldwide.  Perhaps the key contribution of the Society lies in the projects conducted by the Divisions, which should therefore be better communicated and more accessible to members.  Projects conducted by subcommittees and standing committees should be treated similarly.
Support and grow ongoing efforts to reduce the number of Regions by amalgamation.  Substantially reduce the representation of the Regions on the Board of Directors.  Additionally, streamline the national website and eliminate the regional websites.  This streamlines the information and ensures consistency both internally and with the messaging transmitted into the public domain.  Such an action also eliminates competition between the regions and would generate a cohesive Society.  Efforts should also be made to simplify and clarify the administration of the regions, for example aligning the election timetables so they all follow the same calendar, presumably related to the Society’s Annual Conference, and specifying the officers in such a way that a region can run with a minimum, for example a president and a secretary/treasurer, but can run with a full council if it wishes and is confident that the board members will participate in a productive manner. Certainly, the structure of the typical regional board needs to be changed.
Reduce the number of Committees substantially, by eliminating some and amalgamating others, for example: roll Honorary Member Nominating and Memorial Address into Awards (the Fellows Committee is already a sub-committee of Awards); amalgamate CPPC and NTPC; roll Electronic Communications and Journal Policy into Publications; eliminate Membership, which is demonstrably not efficacious.  The Strategic Planning Committee should not be eliminated.  A comprehensive plan to state goals in the short and long term is essential to having a consistent message and a successful execution plan.  [Note: one member of the Task Force felt that it should be eliminated, since it almost entirely overlaps with Executive Committee; if the latter were eliminated, however, the question would have to be reviewed.]
Consider replacing the Board of Directors by a slightly expanded version of the current Executive Committee and thus eliminate the latter.  An Advisory Board could be convened to provide counsel from a wider congregation.
Simplify the membership by eliminating honorary and emeritus, associate and inactive categories.  Adopt a new structure of Individual and Corporate members, each with multiple distinguishments: Individual – Student, Full, Fellow, Sustaining, Affiliate; Corporate – Sustaining, Affiliate.
Lower overhead and take advantage of technology to facilitate member participation.  Incorporate a flatter organizational structure.  Ensure that the Society has technology (servers), data retention policies and redundancy SOPs, and security for automatic payment system, e-mail, hosting webinars, webpages, network etc.

Bylaw correlation
The Bylaws identified below prevent or impede the execution of the recommendations of the Task Force.  The extensive degree to which the Bylaws would be required to be modified supports the generation of new Bylaws.

Recommendation 1
Article VIII. Councils
Questions raised regarding the Councils are as follows:
How many Councils are meeting all of the requirements of the Bylaws?
Would a Division Directors Council be more efficient or less efficient than the existing Division Directors Committee?  Would it add to the workload of already burdened Division Directors?
Since a Division Directors Council would be somewhat different from SMC, SAC and YPC, would it be better to restructure and enhance the existing Division Directors Committee?
Section 2. Establishing Councils.  The charter process needs greater visibility.  If the charters are inconsequential and the update frequency rare, then it should be omitted from the Bylaws. 
Section 6. Officers and Their Responsibilities.  The following subsections have been identified as needing revision:
(a) Organizing and Chairing a Council meeting at least once a year
Simplistic task.
(b) Development and maintenance of a strategic plan for the Council, and the supervision of its implementation
Currently, this is inconsistently implemented as some Councils have a loosely defined Strategic Plan (i.e. YPC) while other do not (i.e. SAC).
(c) Preparation and presentation to the Board of Directors of periodic reports to show the status of the Council activities.
Several questions arise from this requirement, one of which is whether there actually are presentations.  Generally, Council Board members do not attend or report activities to the Board of Directors regularly.
Consider rewriting this section to include clarification of when these "periodic reports" are due.  Do the other Councils create these reports?  The word “report” stands out more than “presentation”, allowing one to infer that the report could be used as a substitute for Board presentation  Is this an acceptable substitution?
In general, the point was made in another organization that Young Professionals should be on the Board if the organization were to take Young Professionals seriously.  The argument was that Young Professionals do not have enough exposure within the organization to be elected to the coveted Board positions, so a spot should be created.  On the other hand, the organization was trying to groom its Young Professionals to be future leaders of the organization, so they should be figuring out what they are doing "wrong" to make Young Professionals "unelectable."  In the end, a Young Professional ran for a Board position and won on her own merit, without having a position carved out for her.
(d) "Submission of an annual report to the membership of the Society, to include an assessment of progress within the Council's sphere of interest."
With the exception of the "presentation", information contained herein is repetitive and can be combined with (c) or omitted.

Section 10. Young Professionals Council.  Remove the reference to Associate Members, which are being eliminated under Recommendation 6. Prefer a reference along the lines of “less than ten years of experience in the profession” rather than a reference to age. We may wish to review the name and consider, for example, “Early Career Professionals”.

Refer to Recommendation 2, Article VII and XII for additional comments on Division Directors.

Recommendation 2
Article IV, Section 9 (c)
Article IV, Section 9 (c) is about electing Division Directors and poses no direct issue.
Article VII. Divisions
Sections 2 and 3 can be used sequentially to establish UASD and dissolve PDAD. Excom, after exploring a faster approach, took this approach, which is currently taking its course.
Article XII, Section 6. Membership Ballots
Article XII, Section 6 empowers the Board to decide to ballot the members. There is nothing about transferring Committees between Divisions, though there is a provision in Article VII, Section 5 for joint committees between Divisions. Interestingly, Article VII, Section 6 says that a member can affiliate to more than one Division.
Naturally, the Bylaws do not encompass the renaming of Divisions to special interest groups.

Recommendation 3
Article V. Regions
Section 2. Boundaries and Membership.  To facilitate the restructuring of Regions (e.g. by time zones), revise or omit Article V, Section 2, "Region boundaries shall be established along State and/or county (or their equivalent) boundary lines."  This verbiage impedes the ability to reorganize as necessary.
Section 8. Support to the Society.  This section raises questions of compliance (e.g. member rebate requirements) and enforcement of compliance. This needs to be addressed or overhauled entirely.
Article VI. Chapters
Section 2. Establishing a Chapter.  Is it necessary to have 10 members, 5 students, and 1 faculty member?  In reality, chapters consist mostly of student members and the faculty advisor.  This should be simplified to be less stringent.  Merely have the support of the Region Board, and at least 5 student members.
Section 4. Dissolution.  How often are the Chapters reviewed?  Membership often dwindles to below 10 members. At what point does the Chapter get dissolved? 

Recommendation 4
Article IX. Committees
The intent of this recommendation is to reduce the number of defunct Committees, consolidate those Committees with duplicate responsibilities and create a more finely tuned organization.  There are two types of Committees as defined in the Bylaws: Standing and Special.  Although appointment is the same, the purposes of the Committees differ in that the Standing Committees are responsible for continuity of the Society and Special Committees are formed to accomplish specific goals.  Standing Committees are directly defined in the Bylaws by Article IX, Section 2.  The 19 Standing Committees are listed below. These Committees need revision.

Does this list even belong in the Bylaws? Perhaps a more simplified or general Committee grouping may be more beneficial (i.e. Technology, Operations, and Procedures).  When Standing Committees falling under these headings need consolidation or elimination, the Bylaws are not edited – rather, the Committee is revised.  General groupings provide leeway to the Executive Committee to modify Committees and restructure as needed without timely and formal revisions to the Bylaws.
Section 2 also does not indicate the procedure to disband or modify a Standing Committee.  Verbiage should be added to accommodate such necessities as deemed necessary by the Executive Committee with a 2/3 vote.
Section 4 refers to Working Groups, which as a side-note are treated in the Article on Committees but are a separate section.  Should this be a sub-section under Section 2 or 3, not as a section in and of itself?  Likewise, does a Working Group really only have one task?  By definition in the Bylaws each does, then these Working Groups are dissolved once the task is complete.  Does this really happen?  Is it necessary to have this verbiage in here?  Does it make more sense to have it as a supplemental bullet item rather than its own section?  Should Working Groups be centralized on an assigned task(s) or does Working Groups as a concept need to be eliminated?
Section 5 details assigned responsibilities but is vague when it comes to explicit responsibilities assigned by the Bylaws, especially for the Standing Committees.
Section 6 defines operational guidelines in a simple one-sentence section.  Is this really necessary or does it add additional layers of bureaucracy, resulting in little value added?  The charter for the Committees should contain this information and the Working Group structures and operations should be dictated at the local Committee level.
Section 7. Joint Committees.  There is no need to have a separate section here.  This could simply fall under a Special Committee.
Sections 9–26 define each Standing Committee and should be a sub-section of Section2.  Besides the restructuring of these sections, is the amount of detail necessary in the Bylaws?  The Committee charter should contain this level of detail.  Our recommendation is to eliminate these Sections, as the charter documents are the proper place for this information.  Structuring the Committees is made more difficult by defining them explicitly in the Bylaws.
The same thing can be said for Councils (Article VIII Section 6. Officers and Their Responsibilities).

Recommendation 5
Article IV. Officers and Directors
Sections 1-5 outline the structure, duties and responsibilities of the elected officers (President, President-Elect, Vice President, and Immediate Past President).  These are generally straightforward and do not conflict with this recommendation; though some of the specific duties would be better stated and expanded upon in a more fluid document like the Committee Handbook.
Sections 6 and 8, Directors and Board of Directors, require a complete rewrite.  The current Board of Directors consists of the elective officers (4), all Division Directors (6), all National Directors (≤16) and the Chair of the Sustaining Members Council.  The appointed officers (2) are ex officio members. Other Councils are not represented.  Section 6 becomes the Advisory Board (paralleling the existing Board):  It would consist of the number of National Directors determined necessary, all Division Directors and expanded to include all Council Chairs.
Section 8 would define the Board of Directors as something like: the four Elective Officers, the chair of the Division Directors Committee, which could become the Division Directors Council, the chair of the Sustaining Members Council and four (this number may be adjusted accordingly) additional at-large Directors elected by secret ballot from members of the Advisory Board.
Section 9. Nominating and Election Procedures and Section 10. Terms of Office would generally remain as is, assuming some region structure is maintained, even if it is pared down and does not conflict with any of our proposals.  It may embody more operational detail than needed in the Bylaws, but no major conflicts.  Procedures for electing the Chair of the Sustaining Members Council are outlined; other Councils are not addressed.
Article IX. Committees
Section 8. Executive Committee.  Excom consists of the Elective Officers (4) and four additional members of the Board elected by secret ballot from the larger Board of Directors. The Executive Director is an ex officio member.  This Section requires a complete rewrite.  It correlates with the impediments identified in Article IV, Sections 6 and 8. 
Article XI. Administration
Excom would be eliminated. Section 1, outlining the responsibilities of the Board would essentially still apply, as-is as it more or less duplicates Excom’s duties.  A new section would need to be added to outline the duties, responsibilities and authority of the Advisory Board as well as how suggestions from that Board are to be implemented by the Board of Directors.  This is a significant improvement to efficiency in governance; but if the Advisory Board model is adopted, it is not really much of a deviation from how member interests are represented now (i.e. the current Board really functions more in an advisory role than a governance role).
Article XII. Meetings
Section 2. Board of Directors.  This specifies a biannual norm and would probably be modified to quarterly since part of the rationale for the new Board is to replace the old Excom, so the nature of the business to be transacted is likely to require more frequent meetings.
Section 3. Executive Committee.  This specifies a quarterly norm. See the comment immediately above.

Recommendation 6
Article III. Membership
The categories of membership need significant revision.
Section 1. Classes of Membership.  This is a list, which would be rewritten to accommodate the details of our recommendation.
Section 2. Member.  Remove wording stating, “An applicant for admission as a Member shall file with the Executive Director a signed statement of concern for and involvement in the objectives of the Society by completing an application form prescribed by the Board of Directors.”
Section 3. Emeritus Member.  Remove emeritus requirement of “or for 35 consecutive years and has reached the age of 60” and exclusion from further payment of dues. The latter change leads to the question whether there is any benefit from being an emeritus member: if there is none, then the existence of this category is open to question.
Section 4. Honorary Member.  Delete.
Section 5. Fellow Member.  Remove verbiage on “in the mapping sciences”, “except members of the ASPRS Board of Directors,” and “which is a sub-committee of the Awards Committee.”
Section 6. Affiliate Member.  Remove all verbiage except, “An Affiliate Member is an individual or organization with an interest in the objectives of the Society and shall be entitled to all rights and privileges of the Society except for the right to vote and to hold office.”
Section 7. Student Member.  Remove all verbiage except, “A Student Member shall be actively enrolled as a full-time student in a degree-granting program of a recognized college or university.  A Student Member shall be entitled to all rights and privileges of the Society.”
Section 8. Associate Member.  Delete.
Section 9. Sustaining Member.  Remove verbiage about excluding this category from the right to vote, and review/approval of the application by the Executive Director and reporting to the Board of Directors.
Section 10. Inactive Member.  Delete.
Section 11. Membership Termination.  Delete verbiage stating the delivery of the journal will be discontinued and status changed to Inactive Member after three months of unpaid dues.
Section 12. Arrangements for Transition.  Create a grandfather provision for the removed membership categories that states:
Honorary Member:  Honorary Members who achieved their status prior to January 1, 2014 will continue to be Honorary Members and to be entitled to all the privileges of the Society without payment of dues, but they shall not have the right to vote or hold office therein except when they have been elected from the Member or Emeritus Member classification.  
Emeritus Members:  Emeritus Members who achieved their status prior to November 17, 2014 shall continue to be relieved of any further payment of dues.
Associate Member:  Associate Members who hold this status as of November 17, 2014 shall be converted to Member status without the payment of any additional dues until their next membership renewal.

Recommendation 7
Article V. Regions, Section 6. Financing
As the Region rebate process is cumbersome and unnecessary, delete Article V, Section 6(a).  Likewise, as headquarters has assumed the role of organizing the national conference, Section 6(b) may need to be modified to reflect these changes. Whatever changes are made, there will have to be some process for financing the regions so that they can operate, so Section 6 will require language to cover this.
Article VI. Chapters
The lack of student member participation at the sub-region level eliminates the need for Chapters. Article VI. Chapters should be removed from the Bylaws and a different model implemented.
Article IX. Committees
Sections1-6 Administration and Section 24. Electronic Communications Committee
There need to be explicit statements about ensuring that the Society stays current on technology, with oversight by the Society’s governing body, and that a budget is allotted accordingly.
Although we may recommend that the Electronic Communications Committee be dissolved and its work conducted elsewhere, the sense of Section 24 in terms of the website needs to be retained in some way.

Motions

The Task Force requests Excom to consider this report during its teleconference on 7 November 2014 and transmit it to the Board for consideration at the Board meeting on 17 November 2014.
The Task Force proposes that the Bylaws be rewritten in their entirety. This work should take into account not only this report but also Michael Hauck’s response to Excom, which tasked him, at its meeting on 25 July 2014, with defining seven major impediments to streamlining the governance and management of the Society.
The Task Force recommends amalgamating and restructuring the Regions.  Headquarters will continue to provide financial support to the Regions.

APPENDIX: AN EXAMPLE STRUCTURE OF THE SOCIETY

The following graphic describes an example structure of the Society if the recommendations of the Task Force are implemented, though it is understood that many of these recommendations are written as debating points rather than inflexible formulae. For example, there are many choices of committees to dissolve or amalgamate, but all of them would provide a simpler, lighter structure.
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	COMMITTEES
	COMMITTEES

	Executive Committee
	ASPRS BOARD OF DIRECTORS

	Membership Committee
	xxxx
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	Division Directors Committee
	SIG Chairs Council 

	SAC
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	YPC
	Young Professionals Council
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	Sustaining Members Council
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	Professional Conduct Committee

	Strategic Planning Committee
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	Publications Committee

	Electronic Communications Committee
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	SAC - Student Advisory Council
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	Student Member
	Individual Member
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	Member
	Individual Member
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	Affiliate Member
	Individual Member
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	Sustaining Member
	Corporate Member
	Sustaining
	

	Affiliate Member
	Corporate Member
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	Honorary Member
	Grandfathered
	Honorary
	eliminate, but grandfather

	Emeritus Member
	Grandfathered
	Emeritus
	eliminate, but grandfather

	Associate Member
	xxxxx
	
	eliminate, but grandfather

	Inactive Member
	xxxxx
	
	eliminate, but grandfather
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