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Introduction 

The National Council on Family Relations (NCFR) was founded in 
1938 to assist in coordinating the multidisciplinary 
activities of persons studying American family life. Since 
then, NCFR has continued its work toward this goal through 
programming, including conferences, publications and the 
delivery of other educational resources and events. 

NCFR's programs and structure have been studied and modified 
over the years. Most recencly, a Strategic Planning Committee 
of the Board of Direccors, appointed in January , 1987, 
concluded its study with a report to the full Board in 
November, 1988. 

The Committee identified then that NCFR "seems to lack an 
overarching set of objectives and plan of action to set the 
direction for NCFR for the present and future; that is, a 
framework to allow the Board and staff to make intelligent 
choices and decisions about the utilization of human and 
fiscal resources in the present and the commitment of such 
resources for future initiatives." 

The Committee recommended that the Board engage the services 
of a consultant for assistance in completing this strategic 
planning. In August, 1989, the Board engaged the services of 
The Stevens Group for this purpose. The strategic plan which 
follows below is derived f~om the process which resulted f~om 
that committee recommendacion. In the spring of 198 9, the 
Board a?proved The Stevens Group as the consultant . 

The Stevens Group was engaged to assis~ NC=~ in accomplishing 
three specific objectives: 

1. Clarify the mission and goals of NCFR 

2. Provide feedback and recommendations on four major 
problem areas, as follows: 
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Recruitment and retention of members 

- Financial instability 

- Organizational structure 

- Public policy outreach 

3. Provide an intervention plan and timetable 

We have accomplished these objectives through our work with 
NCFR' s Board and staff, in the following ways: 

1 . We attended and 'N'Orked with the join t 198 8- 89 and 
1989-90 Boards of Directors at their annual c on:erence i~ 
New Orleans on November 4, 1989 . 

2. We have received, considered and responced to 
individual communications from Board members and othe= 
interested people on an ongoing basis. 

3. We have met and worked with the newly appoi n ted 
Strategic Planning Committee of the Board for a t ocal of 
one and one- half days , on two occas~ons : 
January 20, 1990, and March 11, 12, 1990 . 

The members of this committee include: Jan Hogan, Lynca 
Walters , Harlan Lancon, Tony Jurich, Karen Polonko and Ma=y J o 
Czaple•N"ski. 

4. We have met with all members of the NC;"~ sta:: to 
receive their input and comments. This has been foll owed 
by significant effort and detailed 'N'Ork by t he staff, 
especially in performing financial analysis f o r the p l an. 

In addition, members of the committee have done incepencent 
research throughout the process, including engaging in 
detailed discussions with many past and present Board members . 

In doing our work, we took NCFR as we found it . We mace t~e 
assumption that decisions previous ly made had been mace with 
the best information available at the ti~e, on c~e basis o: 
the best possible judgement . 

Present Position 

M:.ss:!.on 

The Board of Directors of NC2~ has neve= for~ally adoptee a 
statement of mission. Instead, NC;"R has operated in 
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• accordance with the various permitted objectives, as set forth 
in Article II of its Constitution and Bylaws: 

"The objectives of the NCFR are to provide opportunities for 
individuals, organized groups, and agencies interested in 
family life to: 1) plan and act together on concerns relevant 
to all forms of marriage and family relationships; 2) 
establish professional standards; 3) promote and coordinate 
efforts in education and therapy; 4) encourage research; 5) 
disseminate information; 6) further effective social action 
to strengthen family well being." 

Oraanization Values and Goals 

At its meeting on November 
Directors discussed values and 
NCFR organization components. 
as follows: 

Programs: 

4, 1989, the NCFR Board of 
goals as applied to particular 
Their thoughts are summarized 

1. Provide high quality, effective services, which are useful 
to our target groups. This may mean being on t he "cutting 
edge." 

2. Ensure that journals remain high quality: be skeptical of 
them. 

3. Integrate theory, research and practice. 

4. Provide a system for effective evaluation of our programs. 

5. Be diverse. Build an opportunity for student input. 

Board of Directors: 

1. Operate effectively and in a business-like manner . 

2. Restructure the Board. Make information exchange easier 
and more efficient. This may mean reducing the size of 
the Board and having more committee work between meetings. 

3. Ensure that the Board serves a useful purpose relative to 
policy issues. The Board should not be involved in small 
decisions. 

4. Ensure that Board decisions relative to programs are made 
on the basis of complete information, including financial. 
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Administration: 

1. Clarify the staff's relationship to the Board. 

2. Ensure that we employ a professional staff, appropriate to 
their roles, and that we pay them sufficiently. 

3. Ensure continued clear communication with all segments of 
the organization. 

4. Ensure that we get an adequate computer system. 

Finances: 

1. Enhance the role of the Finance Committee. 

2. Alleviate the deficit. 

3. Develop a new initiatives development fund. 

4. Ensure that Sections pay for their services. 

5. Operate with a balanced budget. This may mean requiring 
each program to operate with a balanced budget. It may mean 
letting the journals subsidize other programs. 

Image and Visibility 

1. Achieve continuity of self-perception and community perception. 

2. "When people think families, they think~-" 

3. Achieve balance in membership and broader visibility, appeal. 

4. Be seen as state of the art. 

5. Improve our efforts and focus in the public policy world. 

St~ena~hs and Weaknesses 

NCFR's strengths and weaknesses have been analyzed numerous times ove~ 
the years. The following summary of these is in accordance with t~e 
spirit of t~e views expressed by the Board of Direc~ors at our meeting 
in November, 1989, as well as those reflected by the 1988 St=ategic 
~lanning Committee: 
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• Strengths 

diversity in membership 

- broad audience ap9eal 

- broad structure (opportunity for grass roots input) 

- historical credibility (especially deriving from journals) 

Weaknesses 

- fragile financial health 

- reactive, as opposed to proactive posture of the organization 

- underrepresentation of minorities in staff, membership and leadership 
positions 

- organizational tension, such as between sections and Board, 
association councils and national, and between staff and members 

- proliferation of initiatives, such as FRD and CFLE, without adequate 
resources to bring them to full potential 

- stratification in membership, making practitioner/ academician 
divisions more difficult to bridge 

- expense of administration 

- difficulty in finding and implementing continuity in program focus 

- ineffective process of organization problem-solving and decision
making Q£ in implementation of decisions 

Taken together, these comments permit an understanding of the tensions 
working within NCFR today. In fact, its program related strengths 
relative to diversity have been the cause of many of the weaknesses 
relative to cost, size and bulk of structure and administration. NCFR 
needs to understand how to harness its strengths more efficiently. 

This problem is illustrated by Diagram A below, de9 i cting an 
organization in which resources, programs and structure are in balance 
in suooor~ of the mission . Compare it to Diagram B, which depicts the 
currenc unbalanced position of NC=R. Note the extent to which, in this 
case, the mission is diminished because the organization's resources aro 
insufficient to sup9ort its large struc~ure and 9rogram positions. 
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Resources Programs 

Structure 

DlAGRA~( 8 

Structure 

T~e St ~~ceaic ? 1 ann i na ?~ocess 

Consideration of these spec ific expressions of values and goa: s, a s 
well as conce~n over the need to confi~m NC2~' s st=engt~s , wh~-e 
working toward correc~ing its a~eas of weakness, challengec a~d 
informed the st~ategic planning process and for~ed t he basis :o~ 
the Conunittee ' s work . 
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• As the result, they adopted the following s et of overriding values 
to control their planning decisions: 

1. Excellence. High product quality will ultimately result in 
credibility with audiences. This means quality over quantity. 

2. Financial stability . 

3. Respect f o r diversity in a udiences and views. 

4. Push f o r l ong term organization stability, even a t the 
expense of some short term pain . 

5. Integration, c ontinuity and efficiency within all parts of 
the organization: 

- Programs integrated with structure. 

Funct i onal units integrated within the 
administration, Board of Directors, committees, 
Association of Councils. 

structure: 
sectio ns, 

-Programs integrated with well- defined, targeted audiences . 

6 . Appreciation o f t he multidisciplinary approach of NCFR's 
produces and services . 

This decision then gu ided the Committee t o take special care to do 
the following: 

1 . Ensure the inclusion of diverse views in the planning 
process. 

2. Make appropriate decisions about "big picture " items: 

- Continuing applicabi lity of the statement s of purpose from 
the Bylaws 

- NCFR target audiences 

- Positioning with target audiences 

Values re l ated to service delivery and prog=amming 
(excellence) 

- The appropriace ro le o f scruc~ure in accomplishi~g NC=~ 
goals. 

3. Tie "big piccure" decisions t o ''small picture" decisions, 
making sure chat these are "in sync~". 
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4. Make enough appropriate decisions about "small picture" 
items to deliver a practical plan: 

- Approach to market and audiences 

- Ongoing communications and visibility issues 

- Issues specific to programming: which programs to keep; 
which should go; rationale 

- Issues specific to the financial picture: financial models 
for programs and the entire organization; financial criteria 
for future decisions 

- Timelines for implementation of plan components. 

5. Set up enough procedural/structural mechanisms to enable 
initial and ongoing implementation of the plan: 

Criteria for ongoing use in making programming decisions 

Criteria for ongoing use in making structural decisions 

-Procedures for making decisions: involvement by whom, who 
makes the final decision 

Sufficient flexibility to allow appropriate long-term 
decision- making. 

6. Tie structural and procedural decisions to program 
decisions , making sure there is no conflict between them. 

Strategic Plan 

Mission and Oraanization Model 

The following organization model identifies NCFR's target audiences 
and the relationships among them. It will guide the activities of 
NCFR for the next three years. Note that: 

1 . The primary focus for NCFR is research on family. 

2. P~incioal targec audiences, shown in connec~ed circles, are 
researchers, educators, clinicians, and policy makers. 
They will meet the following criteria: 

-College educated 

-Professionally focused on family issues 

-Deliverers of services and/or education to families 
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• 
- College educated 

- Professionally focused on family issues 

- Deliverers of services and/ or education to families 

- Self-identified primary mission as hands-on service 
and/ or education and secondary mission as research. 

Examples of members of these audiences include: 

Educators: home economics extension educators, family life 
and health educators, trainers in social service agencies. 

Therapists: marriage and family therapists, 
psychologists, clinical social workers. 

family 

organization decisions for NCFR which will hinge on this 
model relate to prioritization of activities and allocation 
of resources. Under this model, NCFR will accomplish 
selected objectives from its Constitution and Bylaws by: 

1. seeking to be the orimarv professional organization 
which encourages research, gathers and disseminates 
excellent research information to support scholarly 
research on families. 

9 



• 2. Seeking to provide excellent research to practitioners 
meeting defined criteria (see above) in formats useful 
to them. NCFR is willing to function as the secondary 
professional organization in support of this group. 

NCFR Programs 

NCFR presently provides services to its constituents through 
nine separate programs, including: Membership, JMF, FR, 
FRD, Public Policy, Media Awards Competition, Annual 
Conference, CFLE and Other Printed Materials. Of these, only 
Media Awards Competition remains unchanged within the 
strategic plan. 

The following is a statement of the essential issues 
relative to each of the other programs, together with a 
description of the changes which will occur within them over 
the next three years. These changes are summarized in the 
Implementation Work Plan included in Appendix A. The work 
plan also describes required time frames and responsible 
groups. 

Publications 

The publications are the primary devices by which NCFR 
communicates with its audiences. Of these, the journals are 
the most visible, the most closely identified with NCFR' s 
image and purpose and reach the broadest audiences. For the 
future, the following broad decisions will guide 
publications programming: 

1. The 1990 and 1991 Publications Committees of the Board 
of Directors will take responsibility, working with 
staff, to ensure that the objectives of the strategic 
plan are carried out. They will accomplish the 
activities outlined in the work plan within the defined 
time frames. All of the activities relative to 
publications will be completed by the 1991 Committee, 
except those relating to IMFL. 

2. Each of the publications of NCFR will meet concrete 
standards of excellence in substance, with the result 
that they gradually will become more appealing to their 
intended audiences and more prestigious in their fields. 
The Publications Committee will ensure that this occurs, 
by finding practical applications for the guidelines for 
excellence included in this plan. 

3. Publications other than the journals will be undertaken 
or continued only on the basis of a defined process and 
criteria to be identified by the Publications Committee 
by the end of 1990. These criteria will ensure: 
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• - Excellence of the product . 

- Defined audience for the product, within the audience 
model adopted in this plan. 

Financial responsibility for 
that it either (1) break even; 
an identified source which 
Executive Committee. 

the product, requiring 
or (2) be subsidized by 
is agreed to by the 

Specific decisions relative to NCFR publications are set 
forth below. 

Journal of Marriage and the Family (JMF) 

1. JMF is the targeted journal for college and university 
researchers. As such, it is NCFR' s premier scholarly 
publication. It seeks to be the most prestigious 
research journal relative to family issues. 

2. JMF is excellent now. Its continued excellence will be 
ensured by: 

- A priority focus on the inclusion of cutting-edge 
research and theory for family field researchers. 

- An editor, editorial board and staff with the 
appropriate professional background to enable 
competent review of the diverse range of papers 
submitted. 

- An editor or associate editor with strong professional 
grounding in research methods. 

- A defined process to be adopted by the Publications 
Committee for selection of future editors and 
editorial board members. See the proposed format and 
criteria included in Appendix J. 

3. JMF is profitable for NCFR now. It will become more 
profitable with improved marketing to increase 
circulation and advertising revenue. Increase in 
circulation will also lead to increased visibility and 
prestige for JMF. 

Improved marketing efforts will be provided with the 
addition of NCFR's new Marketing Director as of 
January 1, 1991. The Marketing Director will work 
closely with the Publications Committee to implement 
that Committee's conceptual marketing plan. 

11 



• Family Relations (FR) 

1. FR is the targeted journal for family field 
practitioners. It seeks to be well known for its 
substantive excellence and usefulness to the targeted 
audiences. 

2. FR will be reformatted. An implementation plan for the 
new format will be developed by the PUblications 
Committee. Any changes of format of FR will be made on 
the basis of a survey of the target audiences which the 
committee will supervise during 1990. 

3. 

The first issue with the new format will be published as 
of January, 1993. Subject to information generated by 
the survey, the new format for FR may follow the 
examples given here: 

Examples: 

- May be planned and published by an editor who is an 
NCFR staff member. That employee would come from a 
journalism background, with some family-related 
professional experience. That employee would be 
supervised both by the Executive Director and by an 
Editorial Board, which would have general 
responsibility for issue content. 

- May be formatted as a 
pages per issue), 
information delivered 
of traditional text 
publication 2001.) 

shortened publication (about 50 
published quarterly, with 

in bullated paragraphs instead 
(for example, as in NCFR's 

- May deliver synthesized cutting-edge research 
especially formatted for family practitioners, with 
five to seven components/articles addressing the 
topic. Each issue would be prepared with the 
assistance of a guest editor selected for his or her 
substantive knowledge of the topic. Guest editors 
would be selected by the FR Editorial Board. 
Submissions would be solicited, and the publication in 
its entirety submitted to peer review. 

FR's circulation will be increased. This 
accomplished by the work of NCFR's Marketing 
beginning January 1, 1991, in coordination 
PUblications Committee. 

will be 
Director, 
with the 

The Publications Committee and the Marketing Director 
will jointly design a marketing plan and materials to 
publicize the reformatted FR as of 1993. They will also 
work toward increasing the circulation of FR in its 
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present form, by targeting family practitioner audiences 
identified in this Plan. 

4. The reformatted FR will be useful as well as a public 
policy and general public relations vehicle for NCFR . 

These changes intended for FR will bring it into line with 
the values which have controlled the strategic planning 
process, because they result in: 

- Greater likelihood that, on an ongoing basis, we will 
publish a product which is a report of research a nd 
substantively excellent, while geared closely to the needs 
of the intended audience. 

- A less expensive and more versatile product. 

Other Publications 

1. Publications other that JMF and FR must meet careful 
criteria for acceptance or continuation, as set forth 
under "Publications" above. 

2. IMFL is an "other publication" within the scope of this 
plan. 

During the remainder of 1990, the Publications Committee 
will review it and decide whether to retain IMFL as a 
publication of NCFR beyond January 1, 1991. 

Family Resources Database CFRD) 

FRO conflicts with the overriding values which inform this 
strategic plan in a number of ways: 

Its quality is not excellent, nor 
excellent without a significant 
organization resources. 

could it become 
expenditure of 

2. It operates at a significant financial loss. 

3. It provides very little visibility for NCFR with our 
target audiences. What visibility it does provide may 
further a negative image. 

4. Although it is one means of accomplishing NCFR's prima~] 
purpose of information dissemination, it is a n 
extraneous means. The journals and the Annual 
Conference are better positioned to accomplish that 
objective effectively. In addition, numerous competing 
resources reach FRO's target audiences more 
successfully. 

Accordingly, FRO will cease to be a program of NCFR as of 
January 1, 1991. 
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Certified Family Life Educatio n (CFLE) 

N~FR sup ports a nd will continue to seek to influence family 
l ~fe education a t all levels. We commit in this plan to an 
outrea ch progra m de s i gned to accomplish this purpose, under 
t he f ollowing guidelines: 

1. The new program will be known as "Family Life Education" 
(FLE) • On the basis of a defined timetable beginning 
Nov., 1990, it will replace NCFR's existing CFLE 
program. 

2 • FLE will be designed by the new Family Life Education 
Committee, to be appointed by the President of the Board 
of Directors as of November, 1990. Members of the 
Committee shall consist of: 

- The Vice President of Public Policy of the Board of 
Directors 

- One member from the NCFR Education and Enrichment 
Section 

- One member from the NCFR Family Action Section 

- Two public members. 

3. Within FLE, NCFR will: 

- Develop/finalize a set of guidelines for family life 
education curriculum. 

- Distribute these guidelines to targeted audiences, 
including colleges and universities and local, state 
and federal lawmakers. 

- Make available a verification service relative to 
curriculum: review individualized curriculum and 
verify in writing that it conforms to NCFR guidelines. 

4. NCFR will continue to receive CFLE applications until 
April, 1991, with the last application review completed 
as of July, 1991. 

s. NCFR will continue to recertify existing CFLE's for f ive 
years after certification. The last recertification 
will expire as of 1996. 

6. It is intended that the curriculum guidelines and FLE 
will be useful as public policy vehicles. 

These changes will bring the conceptual base upon which CFLE 
is founded into line with NCFR's future direction by: 
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- Enabling NCFR to deliver a product which will be both 
useful and meaningful to its audiences, and manageable for 
the organization. 

- Enabling NCFR to control the quality of its product, as 
well as its cost of delivery. 

- Enabling NCFR more easily to select and target audiences 
for its product. 

Enabling NCFR to integrate its purposes in a workable 
format, which is useful in more than one way. Under FLE, 
NCFR is able to influence both ongoing education and 
public policy processes with the same product. 

Public Policy 

NCFR is committed to seeking to influence public policy in 
the future through efforts best calculated to be effective. 
Responsibility for ensuring this on an ongoing basis is 
entrusted to the Vice President of Public Policy of the 
Board of Directors, who, during 1990 and 1991, will develop 
a proposed public policy plan for submission to the full 
Board in 1991. All public policy initiatives will be 
carried out by the 1991 Public Policy Committee. 

Among other initiatives to be included in the public policy 
plan will be the following: 

1. Review coalition memberships (COFO) and subscriptions 
currently in effect to keep abreast of political issues. 
Keep or enhance them within the budgets included as part 
of this plan. 

2. Recognizing and respecting the diversity in views among 
NCFR' s membership, inform the political processes by 
delivering FR, FLE materials and other standard NCFR 
written materials to legislators. Do this with the 
objective of encouraging policy makers to think 
"research" and NCFR when acting on policy relevant to 
families. Do this in coordination with NCFR' s 
representatives in Washington, D.C. 

J. As possible, provide information and assistance to NCFR 
members who wish to participate in public policy 
processes. 

The Public Policy Vice President should coordinate with both 
the Publications Committee and the FlE Committee in 
preparing the plan. 
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Annua l Conference 

NCFR's Annual Conference is the program activity offer ing it 
the most visibility after the journals. It must reflect in 
every way the future thrust of the organization . This 
means: 
- Excellence in presentations 

- Emphasis on presentations designed for researchers 

- Integration and continuity 

- Marketing emphasis and financ i al stability. 

The process of ensuring the achievement of these goals f o r 
future conferences will take form in 1990, as follows: 

1. In June, 1990, the Program Vice President-Elect of the 
Board of Directors will appoint a Program Committee to 
plan the 1991 conference. 

The Committee will consist of six members in addition to 
the Vice President, including the NCFR staff member 
assigned to conference planning. The Vice President 
will fill the five member slots by soliciti ng 
nominations from section chairs and making f inal 
selections him/herself . 

2. The functions of the Program Committee will include: 

- Developing a proposed new procedure, format and 
criteria for selection of papers to be presented at 
the conference. 

- Identifying, together with section chairs, an 
appropriate process for review of papers within 
sections, to ensure uniform application of standards 
of excellence . 

- Receiving paper recommendations from section chairs 
and making final selections on the basis of 
standardized criteria designed to produce the largest 
quantity of excellent presentations. 

- Ensuring that all presenters are presenting research 
of excellent quality, includi ng an evaluation process. 

- Reviewing and deciding upon section recommendations 
for distinguished lecturers. 

3. Enhanced marketing efforts for 1991 and future annual 
conferences will be the responsibility of NCFR's 
Director of Marketing, starting January, 1991. 
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Membership 

Over the last number of years, NCFR has experienced a 
decrease in membership. This is a serious problem, both 
because it results in decreased ability to attract 
prestigious research for publications and the annual 
meeting, and because of corresponding drops in income 
resulting from all program activities. 

Programming initiatives included within this plan are 
intended to correct this problem by: . 

1. Ensuring that NCFR delivers programs designed to meet 
the needs of targeted membership audiences. 

2. Building the credibility and prestige of all NCFR 
activities within college and university communities. 

3 • Providing mechanisms to ensure that NCFR builds and 
maintains adequate resources to continue to provide 
excellent products in the future. 

4. Providing mechanisms for ongoing review and updating of 
significant organization decisions. 

Additional initiatives relative to the membership structure 
are intended to streamline organization costs and ensure 
that we maximize the potential for new memberships. These 
apply to the Association of councils beginning in April, 
1990, as follows: 

1. Members of Association of Councils must be members of 
NCFR. 

2. Association of Councils must have a minimum of 25 NCFR 
members. At the end of any year in which a Council has 
less than 25 members, it will cease to be recognized by 
NCFR. 

3. Councils 
incurred, 
costs. 

will reimburse NCFR 
including an annual 

for 
fee 

any direct costs 
for administrative 

4. Upon approval by NCFR's membership in June, 1990, NCFR 
will cease to rebate membership fees to Association of 
councils. These fees will revert to NCFR' s general 
operating budget. 

Finally, NCFR adopts the following membership fee structure 
as of April, 1990, effective with September, 1990, 
membership renewals: 
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Dues Structure: 

1. Individual members 

- $80.00 per year 

- Receive one journal of choice with membership 

- The second journal is available at a cost of $15. 00 
per year. 

2. Student, retired, part-time members 

- $45.00 per year dues for students 

- $50.00 per year dues for retired, part-time members 

- Receive one journal of choice with membership 

- The second journal is available at a cost of $15.00 
per year 

- In addition, students will pay $5.00 if they desire to 
be included in the new "student/new professionals" 
section. 

3. Organization members (no change) 

- $110.00 per year 

- Receive both journals with membership 

4. Second Family Member - Remove the category entirely 

NCFR Structure 

As NCFR has grown over the years, its structure has become 
increasingly bulky, and organization decision-making 
correspondingly less effective. 

The strategic plan takes the following steps, effective in 
1990, to correct these problems. These steps are more fully 
described in Appendices G and I: 

Board of Directors 

1. Forms a new, more powerful 
consisting entirely of officers 
membership of NCFR, to act as: 

Executive Committee, 
elected by the full 

- A funnel for communications to the Board of Directors. 
- A decision-making body for Board level decisions when 

the Board is not in session. 
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- A vehicle for reviewing new ideas and for re-reviewing 
old ideas. 

2 · Deletes the following positions: the office of 
Membership Vice President, the Association of Councils 
President-elect and the student/ new professionals 
members. 

3. Deletes the Membership Committee of the Board of 
Directors. 

4 • Recommends that students and new professionals form a 
section, giving them a standard structural and Board 
position within NCFR. 

5. Establishes a new standing committee of the Board of 
Directors to represent the interests of women and 
minorities in all of the activities of NCFR: The 
Affirmation of Women and Minorities Committee. This 
Committee shall be represented on the Board of Directors 
by its current Chair. 

Sections and Focus Groups 

Beginning in April, 1990, sections and focus groups will 
operate as follows: 

1. Focus groups will exist only as subgroups of sections. 
Any focus group not attached to a section will cease to 
exist. 

2. Focus group members will pay NCFR and section dues. 
They will submit an annual financial accounting to their 
section chair with a membership list and disband in any 
year in which there are not 15 current members. 

3. Each section will submit an annual financial accounting 
to the NCFR Executive Director, including focus group 
information. 

4. students and new professionals will form a section and 
function according to standard section guidelines. They 
will be entitled to a business meeting time and place at 
the annual conference, beginning in November, 1990. 

Workshoos 

As of April, 1990, the following guidelines will apply to 
the Theory, Const:uction and Research Methodology Workshop 
(TCRMW) and other workshops sponsored by NCFR: 

1. TCRMW is recognized as representing the kind of 
excellence in research that NCFR seeks to promote in all 
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of its programming. 
other workshops. 

TCRMW is viewed as a model for 

2 · Beginning with preparation for the 1991 annual 
conference, workshops will be required to submit multi
year proposals, for up to five years, to the Executive 
Committee, in order to be entitled to operate at t h e 
November conference. The Executive Committee will 
produce standard guidelines for the co-sponsorship of 
workshops by NCFR. 

Workshop proposals must be submitted by the April 
preceding the annual conference and include: 

- Fee structure for the workshop, which includes member 
and non-member rates 

- A detailed financial projection that the workshop will 
at least break even 

- A timeline for the projected life of the workshop 

3. Workshops which will not break even because of too small 
a registration by two weeks before the annual conference 
will be cancelled. 

4. Each workshop will submit a final accounting to the 
Executive Director by February of the year following the 
annual conference when it met. Workshops will be 
responsible for covering their direct costs to NCFR. 
Workshop budgets will appear annually as a part of the 
NCFR general operating budget. 

Financial Implications ot the strategic Plan 

The strategic plan has been constructed as a vehicle for 
meeting numerous organizational needs of NCFR. Among these 
is the need to achieve financial stability. The plan seeks 
broadly to address this through its overall efforts to build 
a stronger organization, with a more secure reputation and 
membership base. 

It seeks specifically to bring about financial stability by 
building in vehicles for both increasing income and reducing 
expenses: 

1. Programs which have been unable to generate income or, 
at least, to break even over a long term have been 
modified or eliminated. 

2. The need for a full time Director of Marketing for NCFR 
has been recognized and addressed. The plan calls for 
the addition of that staff position as of January, 1991. 
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Funds have been allocated for an appropriate executive 
search in 1990. Income has been attributed to the 
efforts of the person over the full course of the plan. 

In addition, funds have been allocated each year to 
cover marketing expenses. 

3. FR has been modified to enable it to be produced less 
expensively, while being correspondingly more usefu l. 
NCFR's new computer system will be of use in producing 
that publication, starting in 1992. 

Appendices B through F are budgets for 1990, 1991 and 1992, 
detailing these financial implications of the plan. Each 
Appendix separately lists the assumptions upon which it is 
based. In addition, Appendix H is a set of Staffing 
Summaries detailing the NCFR staff which will be in place in 
each year under the plan. 

Note that: 

1. Comparing Appendix B, the 1990 budget before strategic 
planning, with Appendix c, the budget after planning, 
the year-end profit is about $9500 less after the plan 
than before. This is due to start-up costs in 
implementing the plan . This trend continues into 1991 
under the plan (Appendix E.) 

The result of these two years under the plan will be an 
increase in NCFR's deficit, raising it to approximately 
$105,000. 

2 . This situation takes a decidedly better turn in 1992 
under the plan, when NCFR makes a profi t and can reduce 
the deficit by about $31,400. This increase illustrates 
the planned trend for the future, when the organizati on 
will return to normal good financial health, based on 
sound programming and management practices. 

Conclusion 

Within this strategic plan, NCFR achi eves success in 
confronting the serious l.ssues with which it is presently 
faced. The plan is a bold and dramatic move for the 1990's, 
designed to carry the organization to a place of soli d 
ground and reputation. It is the right step. 

21 



APPENDIX A 

Revised Implementation Calender 
7/15/90 



NATIONAL COUNCIL ON FA.t\1ILY RELATIONS 
IMPLEMENTATION WORK PLA.N' FOR ADDITIONS/CHANGES TO PROGRA.t\fS AND STRUCfURE 

Revised Version 7/10/90 

Programs Activity (1) When Who (2) 

A. Journals 1. Recommend structured procedure to ensure 1. Apr. 1991 1. Pub. 
JMF excellence of product on a long term basis Cmte. 

2. Recommend structured procedure for selection 2. Apr. 1991 2. Pub. 
of editor Cmte. 
3. Develop conceptual marketing plan 3. Beg. Nov. 3. 90-91 
4. Oversee implementation of marketing plan 1990 Pub. 

4. 1992 Cmte. 
4. 90-91 
Pub. 
Cmte. 

FR 1. Conduct market analysis including analysis of 1. Beg. Nov. 1. 90-91 
competitive printed journals & 1990 Pub. 
member/subscriber needs Cmte. 
2. Report progress from market analysis to Board 2. April 1991 2. Pub. 
Executive Cmte. V.P. 
3. Make recommendations to Board 3. Nov. 1991 3. Pub. 
4. Begin development of plan for FR 4. Nov. 1991 V.P. & 
5. First issue of FR with format & content 5. Dec. 1992 new editor 
changes goes to the printer 4. Pub. 
6. First issue published 6. Jan. 1993 V.P.& 

new editor 
5. editor 
6. editor 

B. Other 1. Develop criteria & process for adopting new 1. By Nov. 1. 89-90 
Publications publications 1990 Pub. V.P. 

2. Develop criteria & process for ongoing review & Cmte. 
of existing publications 
3. Report recommendations to full Board 

IMFL 1. Complete analysis & make recommendations 1. By Nov. 1. 89-90 
to Board whether to continue publication beyond 1990 Pub. V.P. 
1990 (including administration. marketing, online & Cmte. 
format. statistics in fmancial analysis) 2. Starting 2. NCFR 
2. Implement &cision 1991 staff 

C.FRD Phase out FRD 2. By Dec. 1. NCFR 
1. Notify vendors based on IMFL decision 31, 1990 staff 
2. Reduce NCFR FRD staff 3. Based on 2. Ex. Dir. 
3. Examine&: make determination on option of IMFL 3. Ex. Dir. 
selling FRD decision &: Board 

Ex. Cmte. 

1 



Revised Version 7/10/90 

Programs Acdvlty (1) When Who (2) 

D. CFLE 1. Form Family Ufe Education Cmte. to design l.Nov. 1990 1. Board 
& monitor new programs President 
2. Implement change from certification program 2. July 1, 2.FLE 
to "Family Life Education" or "FLE" 1991 Cmte. & 
3. Receive last CFLE application 3. Feb. 1991 Ex. Dir. 
4. Complete review of last application 4. May 1991 3. NCFR 
5. Reduce CFLE staff 5. June 30, staff 

1991 4. NCFR 
6. Recertify existing CFLE's until July 1, 1996 6. Last staff 

CFLE 5. NCFR 
expires July staff 
1996 6. NCFR 

staff 

E. Public 1. Public Policy Cmte. begins development of l.Nov. 1990 1. Pub. 
Policy comprehensive public policy plan. including the Pol. Cmte. 

role of FLE & FR in public policy & new 
2. Public Policy Cmte. presents proposed plan to 2. By Nov. Pub. PoL 
Executive Cmte. for approval 1991 V.P. 
3. Public Policy Cmte. presents plan to full 3. Nov. 1991 2." 
Board for approval 3." 

F. Annual 1. Develop proposed new criteria. format & 1. By Aug. 1. Prog. 
Conference procedure for paper selection & present to Board 1990 V.P.-elect 

2. Appoint new Program Cmte. to begin planning 2. 0cL 1990 2. Prog. 
for Nov. 1991 annual conference--six members V.P.-elect 
plus one NCFR staff member 3. By Nov. &NCFR 
3. Present proposed new criteria. format & 1990 Pres. -elect 
procedure to Exec. Cmte. for approval 3. Prog. 
4. Present proposed new criteria. format & 4. Nov. 1990 V.P.-elect 
procedure to full Board 4. .. 
5. Begin paper selection based on new criteria. 5. Feb. 1991 S. New 
format & procedure Pro g. 
6. Annual conference occurs based on new 6. Nov. 1991 Cmte. & 
criteria. format & procedures Section 

Chairs 

G. 1. Full Board adopts proposed new plan-fee 1. Apr. 1990 !.Full 
Membership struerure. journal change Board 

2. Membership votes on constitutional changes 2. Sep. 1990 2. Full 
3. Stop rebates to affiliated councils as result of 3. Dec. 31, member-
election 1990 ship 
4. Begin marketing new fee structure, journal 4. Jan. 1991 3. NCFR 
change 5. Jan. 1, stllif 
5. New fee strUcture, journal change in effect 1992 4. " 
6. Students/New professionals form section 6. Beg. Nov. 6. Stdts/ 
7. Membership due.s collected 1990 New Profs 

7. Jan. 1991 &NCFR 
staff 
7. NCFR 
staff 
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Revised Version 7/10/90 

When Who (2) 
Structure Activity (1) 

1. Board acceptj new Board strUCwre 
l. Apr. 1990 l.Full 

A. Board of 2. Sep. 1990 Bd. 
Directors 2. Membership votes for new Boa:rd strucwre in 

2. Full 
constirution changes 

3. Oct. 1990 member-
3. New Board Executive Committee forms and 
begins operation under new format 

ship 

4.Executive Committee develops a new NCFR 4. Apr. 1991 3. Ex. 

ll\Usion statement 
Cmte. 

5. Presentation of mission statement to the full S. Nov.1991 4. ~ 

s. .. 
Board 

B. Sections l. Begin revised section/focus group strUCrure: 1. Apr. 1990 l. Sec-

& Focus - Focus groups exist only as subgroups of tions, 

Groups sections focus 

- Focus group members pay NCFR & section groups. 

dues NCFR 

- Focus groups submit financial accounting & staff 

membership list to section chair annually 
(disband if not 15 members) 
2. Sections submit financial reporting annually 2. Apr. 1990 2. Soc-

to NCFR Executive Director (includes focus tion chairs 

;;J 

i 

I 
group information) 
3. Students/new professionals form a section & 3. Nov. 1990 3. Sru-

conform to standard section guidelines dents/new 
prors. I 

c. 1. Membership fee rebates stop with ratification 1. Dec. 31, 1. NCFR 
Association of constirution 1990 staff 
of Councils 2. Commence new Council guidelines: 2. Jan. 1. 2. CUIYent 

- Members must be NCFR members 1991 officers of 
- Min.i.mwn 25 members per state (disband if each 

not enough) member 
- Councils pay for NCFR direct costs & pay an council 

annual fee for administrative costs 

3 



Revised Version 7/10/90 
Structure Activity ( l) When Who (2) 

1. As of Apr. 2. Work:-
D. 1. TCRMW Work:shop is model for "workshop" 1990 shop/Exec 
Work:shops structure within NCFR CmteJ 

2. New workshop guidelines take effect: 2. 45 days NCFR 
- Submit proposals for work:shops in time for before spring staff 

Executive Cmte. review at spring meeting meeting 

- Executive Cmte. evaluates propo~al.s for 
work:shops for annual conference or pre-
conference 
3. Proposals include: 

- Fee structure for work:shops (includes member 
& non-member rates) 4. Work-

- Workshops project to break even. (if not 4. Nter An. shop/ 
enough registrants by 2 week:s before the Conf. &: by NCFR 

conference, work:shop is cancelled) Feb. of next staff 

- Time line for existence of work:shop year 5. Re-
4. Work:shop submits final financial accoWlting 5. 45 days quester/ 

to NCFR staff &: pays costs to NCFR before Ex. Elt. CmteJ 

5. Work:shops &: seminars requesting NCFR Cmte. mtg. NCFR 

sponsorship will present proposals to Exec. Cmte. staff 

E. NCFR 1. Staffmg changes made in accordance with 1. As set 1. Exec. 

Staff program requirements Wlder the plan. (See forth under Director 

Staffing Summaries-Appendix H) programs 
2. Marketing employee joins NCFR staff depend- 2. Jan. 1. 
ent on evaluation of NCFR fmancial status 1993 

(1) Summary - See full text of Strategic Plan for details. 
(2) Means the identified group plus anyone they may wish to add. 
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APPENDIXB 
BOARD APPROVED 1990 BUDGET BEFORE STRATEGIC PLANNING 

(Administration as a separate department is used in all of the revised 
budgets.) 

REVISED 7/15/90 
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APPENDIX C 
1990 BL'DGET REVISED WITH STRATEGIC PLANNING 

.(ADML'llSTRATION AS A SEPARATE DEPT.) 

REVISED 5/23/90 

The revised 1990 budget reflects some changes which were made in the strategic 
planning document. After careful study of the ASAE NATIONAL OPERATING 
RATIO REPORT. and discussion with other organizations of the most accurate 
budget tracking methods for administrative expenses. we have decided to return 
to reallocating 2.1% income and 18% of expenses of the total NCFR budget to the 
separate administrative department as we had been doing in the past. ALL 
national membership associations in ASAE have a functional administrative 
expense colWilil. The range of adm1n1strat1Ve percentages in the national report 
was 15-44%. NCFR is using 18% which is at the lower end of the range. There 
are some costs for running NCFR which cannot be allocated back to individual 
departments without skewing the picture. 
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APPENDIXD 

1991 BUDGET FOR THE INVENTORY OF MARRIAGE AND FAMILY 
LITERATURE 

ASSIDv1ES THE CONTINUATION OF BOTH HARD COPY AND ONLINE ROYALTIES 

(REVISED 7 I 15/90) 
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4250.93 EO.CATION FEES 
43:0.98 E»!IBITS 
4350.93 14AILOO LISTS 
4400.93 PERMISSIONS 
4500.~ ~TERS 
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4Si5.98 a..AAiaJLU'I 
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4~.S€ 3.8'1ISSIOO 
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AV FEES 
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Ol 
Ol 
Ol 
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Ol 
o I 
Ol 
o I 
Ol 
Ol 
Ol 
o I 

103.210 16% Increase: this takes into account the slow •ales trend of older 
0 !volumes: includes volumes 13. 14. 15. & 16 
Oj 

40.coo I 
Ol 
o I 
o I 

200 I 
Ol 
Ol 

___ I 
143.660 I 
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·, 
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5110.98 AOVEJUIS Ir-13/i"AAKETINJ 
5120.:?8 a.oN< fEES 
'5140.98 3PD DEBT EXPENSE 
5150.98 OOMD/CCM'UTIEE W 

~ESIOENT"5 RECEPT 
STLOENTS I EXPENSE 

Sl60.98 COLLECTION EXPENSE 
5170.98 Ol'IMER EXPE1'5E 
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5470.56 LE(iq & ACCO..NWii 
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:~E'IISC.O 

1991 
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4~ I 
zoo l 
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5.COO I 
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o I 
Ol 
Ol 
Ol 
o I 
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I) 

3,::3) 

S50 
40 
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300 
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60 
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0 
0 
0 
0 
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2.100 
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300 
4.000 I 

14.00J I 
7,375 j 

l .CCO I 
2.556 !Reduced by !. !./2 oific~s frm J.99J 

Ol 
500~ 

1.SOO I 
750 I 

1.":00 i 
].,;;a) i 

0 i 
.i..XO ; ·ssoo 'o .-~c:-u 1r ~:'llle~e rt aos t ~Jc::r ~ .\~tP.rt :.:.oer ) rcauc::cn ;ero:on 
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APPENDIX E 

REVISED 6/18/90 BY THE FINANCE COMMITTEE 

REVISED 1991 BUDGETS & ASSUMPTIONS 

ASSUMPTIONS: 

1. IMFL AND ROYALTIES CONTINUE 
2. NO CHANGE IN DUES OR JOURNAL OPTIONS 
3. NO FULL TIME MARKETING DIRECTOR ON STAFF 
4. 100 CFLEs DISCONTINUE THEIR MEMBERSHIPS 
5. CFLE DIRECTOR'S SEVERENCE ON JUNE 30, 1991 
6 . COFO LEADERSHIP ROLE 
7 . JMF EDITOR OVERLAP 
8. COST OF CONTEMPORARY FAMILIES BOOK PRINTING & MARKETING 
9. EQUITY PAY INCREASE 
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APPENDIXF 

REVISED 6/18/90 BYTI-IE FINANCE CO:Ml\11TfEE 

REVISED 1992 BUDGET IMPLEMENTING STRATEGIC PLAN 

ASSUMPTIONS: 

1. IMFL WILL BE PRODUCED AND RECEIVE ONLINE ROYALTIES 
2 . EDITORIAL OVERLAP FOR FR JOURNAL 
3 . IMPLElMENT DUES CHANGE AND CHOICE OF JOURNALS 
4. COFO LEADERSHIP ROLE 
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• 

NATIONAL COUNCIL ON FAMILY RELATIONS 

1990 # of FTEs 

1.00 
1.00 
1.00 
1.00 
1.00 

1.00 

1.00 

1.00 
1.00 

.40 

1.00 

.75 

.45 
1. so 

13.10 

staffing 

summary of Plan 

Executive Director 
Business and Finance Manager 
Certificat i on and Marketing Director 
FRD Director 
Conference Coordi nator and Association 
of Councils Liaison 
Membership Subscriptions, Computer 
Manager (and Newsletter editor) 
Administrative Assistant to Executiv e 
Director 
Receptionist 
Clerical (Supports Executive Director, 
Certification Director, Business and 
Finance Manager) 
Typist (Supports Membership Director a nd 
Business Manager) 
Production Assistant (Supports FRD, 
Membership, Business Manager, Journals ) 
Mail Clerk 
Clerical - General 
Editorial Assistants (Off-site) 
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NATIONAL COUNCIL ON FAMILY RELATIONS 

1991 # of FTEs 

1. 00 
1. 00 

.50 

1. 00 

1. 00 

1. 00 

.50 
1. 00 

.40 

.75 

1. 00 
2.60 

.50 

12.25 

staffing 

summary of Plan 

Executive Director 
Business and Finance Manager 
Certification and Marketing Director 
until 6-30-91 (at full time) 
Conference Coordinator and Association 
of councils Liaison 
Membership Subscriptions, Computer 
Manager (and Newsletter editor) 
Administrative Assistant to Executive 
Director 
Receptionist 
Clerical (Supports Executive Director, 
Certification Director, Business and 
Finance Manager) 
Typist (Supports Membership Director and 
Business Manager) 
Production Assistant (Supports computer, 
journals, membership, Business Manager) 
Mail Clerk 
Editorial Assistants (Off-site) 
IMFL Data Entry 
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NATIONAL COUNCIL ON FAMILY RELATIONS 

1992 # of FTEs 

1.00 
1.00 
1.00 

1.00 

1.00 

.50 
l. 00 

.40 

.75 

l. 00 
2.25 

.50 

11.40 

staffing 

Summary of Plan 

Executive Director 
Business and Finance Manager 
Conference Coordinator and Association 
of Councils Liaison 
Membership Subscriptions, Computer 
Manager (and Newsletter editor) 
Administrative Assistant to Executive 
Director 
Receptionist 
Clerical (Supports Executive Director, 
Business and Finance Manager and 
Marketing Director) 
Typist (Supports Membership Director and 
Business Manager) 
Production Assistant (Supports 
computers, journals, membership, 
Business Manager) 
Mail Clerk 
Editorial Assistants (Off-site) 
Data Entry - IMFL 
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Recommendations fo r Structure of the Board of Directors 

Member sh ip 

1 . Membership on the Board of Directors is proposed as follows: 

President 
Presid ent-Elect 
I mmediate Past President 
Program Vice President 
Program Vice President-Elect 
Publications Vice Pres ident 
Public Policy Vice President 
Secretary 
Treasurer 
President, Association of Councils 
Section Chairs 
Chair, Affirmative Action Committee 

There are three reasons for recommending that sections be 
represented on t h e Board rather than in a Council of Sections 
that has representation on the Board: 

1 . Sections are essential to the life of NCFR partly 
because chairs are in closer communication with NCFR 
members than other Board officers. 

2. Experience on the Board is desirable background for 
new NCFR officers. 

3. It is personally more beneficial for Section Chairs to 
be members of t h e Board rather t han serve only as 
Section Chairs. If they do their job well, it will 
take a great deal of time and their personal reward should 
extend to the kind of recognition that comes from being a 
member of the Board. 

2 . Executive Committee of the Board of Directors: 

President 
President-Elect 
Immediate Past President 
P~ogram Vice President 
Publications Vice President 
Secretary 
Treasurer 



J. Meetings of the Board of Directors are proposed as follows: 

The Executive Comm1·ttee of th B · · · . . e oard w1ll meet a m1n1mum of 
tw1~e a year 1n executive session without the full Board: 
spr1ng 

Fall (immediately before the annual conference and before the 
the full Board) 

(The Executive Committee will be involved in a minimum of 
three meetings each year: spring, fall, and fall with the full 
Board.) 

The full Board will meet once a year during the annual conference, 
before the business meeting. This meeting should be of one-half 
to one day duration. 

The reason for this (and the foll owi ng ) recommendation is to 
reduce the number of people wh o partic i pate in discussions on 
which decisions are made. It is i moossible to deal with every 
t h ing that comes before the Board when t h e views of so many 
persons must be heard and considered at each meeting . The 
purpose of the meeting of the full Board is to hear views on 
i mportant issues and revise decisions as necessary . 

Agenda s for Full Board Meetings 

4. It is recommended that agenda items for full Board meetings 
be submitted to the Executive committee. The Executive 
Committee will determine what is included on the agenda for 
the full Board meetings . The President of NCFR may override 
the Executive Committee and place an item on the agenda for 
a full Board meeting. Also, an item can be added to the agenda 
by petition from 40% of Board members who are not members of 
the Executive Committee. 

The purpose of this recommendation is to ensure that full 
Board meetings are used to consider issues for which a 
broader NCFR membership input is needed. There are many 
items currently on Board meeting agendas that do not require 
extensive discussion and unnecessarily take time away from 
issues that deserve greater full Board attention. 

Ro le o f the Executiv e Committee 

s. It is recommended that Article IX, Section 1, be changed to 
read: 

The Executive Committee is empowered by the Board of Directors 
to serve as the decision-making body on behalf of the Board when 
the full Board is not in session. Minutes of the meetings of 
this body shall be taken and reported within 30 days to the 
Board at or before its next meeting. Meetings of this committee 
shall be twice yearly, spring and fall. Additonal meetings of 
this committee shall be convened as deemed necessary by the 
President. 



C~anqes in Membership on t h e Boar d o f Di r ectors 

6 . It is recommended that the following officers no longer be 
members of the Board of Directors: 

Membership Vice President (See Standing Committee section) 
President-Elect, Association of Councils 
Student/New Professional (See Section section) 
Student/New Professional-Elect 

7. It is recommended that the following office be deleted: 

Membership Vice President 

Sectior.s 

Sections will remain as specified in Article XI of the 
Co nstitution and Bylaws of the NCFR (5/88) with one exception. 

8. It is recommended that student/New Professionals form a section. 

As a section, t h e y will have representation on the Board. Also, 
as a section, it is clarified that (a) this is a group that is to 
b e represented by an elected officer, and (b) this is a group that 
has access to time on the program. 

Currently, there is a Student/New Professional member 
on the Board, but there is no recognition of this 
group beyond this membership and requirement for 
membership on various committees in the Constitution 
and Bylaws. Also, there is no requirement that they 
be represented on the Board, just that the Board have 
a Student/New Professional member. 

Also, at th i s time, annual conference program time is 
granted to Students/ New Profess ionals, but it is a 
tradition . By forming a section, there will be a 
requirement that this group have program time. 


