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Minutes of
Lexington Arts and Crafts Society, Inc.
Board of Directors Meeting
October 19th, 2021
3:00 PM

NOTE: Document attachments not included with the draft minutes will be filed with the record
minutes once approved.

Capitalized terms shall have the meanings as defined in the Bylaws of the Corporation as
adopted May 16, 2021.

The October 19th Board of Directors Meeting of the Lexington Arts and meeting was called to
order at 3:00 pm, conducted via videoconference, and chaired by Katina Leodas, Chair of the
Board.

The following board members were in attendance: Molly Nye, Peter Bain, Louise Hara, Christina
Gamota, Wayne Davis, Jennifer Bergantino, Matthew Siegal, Katina Leodas, Michael Lawson,
Nancy Cornelius, Leslie Sargis, Diane Gordon, Rachel Rosenblum, Peter Demuth, Laurie
Hugentobler, Nicole Mordecai.

The following Guild Observers and administrators were in attendance: Carolyn Reckman
(Woodworkers), Steve Goldstein (Photographers), Wilda Ward (Decorative Arts),), Susan
McFarland (Painters), Casandra Goldwater (Metalworkers), Alison Lauriat (Ceramics), Shirley
King, Chase Jones

1. Approval of Minutes. (PMM p. 2-8) Rachel Rosenblum moved that the minutes of the
August 17th, 2021 meeting be adopted. Seconded by Peter Bain. It was noted that Cassandra
Goldwater should be added to the attendees. Thereafter, it was:

VOTED: That the Board of Directors hereby approve, with amendment, the minutes of the
Board of Directors Meeting of Members held August 17th, 2021.

The motion was adopted unanimously.

2. Treasurer’s Report (PMM p. 8)

Mike Lawson reported that the P&L statement now includes the budget and that performance
against budget analysis will become more accurate as the year progresses due to the Society’s
uneven disbursement of income and expenses. He heard from several Guild Treasurers that



they were having trouble accessing their TD accounts online and offered to get statements
himself for those Treasurers.

Katina asked about membership income and Mike reported that we were at 80% per budget.
LexArt had dipped to around 185 members in June but have had a steady increase since then.
LexArt is halfway towards the budget target of 20% increase over last year. Mike remarked that
he is satisfied with progress towards all revenue targets but has apprehension over the HMP
sales revenues with Covid ongoing and a thin inventory due to low membership. Discussion
over HMP inventory indicated that there will be more than enough product.

4. Executive Director Report (PMM p. 16-23)

Matthew began by highlighting the critical need to increase membership to sustain the Society
financially, to fulfill LexArt's mission as an inclusive community arts organization, and to be a
viable object of philanthropic support.

To increase membership, he asked for approval to spend up to $60,000 (annual basis) for:
a) 1/2 time (20 hrs/wk) Education Coordinator
b) (4) Studio Managers (6 hrs per week)

The Studio Managers will support an “open-membership” model - where anyone, with no
restrictions, can join the a Guild. Studio Managers were proposed for the Woodworking,
Weavers, Metalworkers, and Ceramics Guilds to provide supervision and mentorship to new
members. He acknowledged that it was a difficult request considering the projected $43,000
deficit project for the year.

Discussion focused the need for metrics to gauge the success of these roles. Talk also
centered on the idea that both roles seem to be very passive; rounding out class offerings,
introducing new members to shops. It was agreed that LexArt needs to actively pull in new
members with a concerted public relations campaign.

In response, Matthew said he prefers to hold back on the PR position for the moment. He said
that there was a waiting list for membership in some guilds, and new members have been
steadily joining. He also said that that class schedules supported by guild volunteers is not
giving us a full and balanced curriculum. The Education Coordinator and Studio Managers are
needed to create a “good product” for potential members, and he wants a good product in place
when he begins a PR push for the Society.

Diane Gordon wanted job descriptions and success metrics before she supports the initiative.
Mike Lawson moved, with a second by Wayne Davis,
VOTED: that the Executive Director be authorized to to make the hire of a part time
Education Coordinator and, up to 4, part time Studio Managers with a total expected fully
loaded personnel cost not to exceed $60,000 annually.
All board members approved, except Diane Gordon who opposed.

Wayne Davis and Katina Leodas then reintroduced Matthew’s request to have responsibility to
use all space within LexArt to the betterment of the Society, regardless of historical use by



guilds. Katina made the point that this was a very different way of thinking about the space and
represented a major change for the better for LexArt, there was no further discussion.

Peter Bain moved and Mike Lawson seconded that;

VOTED: The board confirms the Executive Committee’s decision that responsibility and
authority for decisions about space allocation and usage rests with the Executive Director.
And endorses the proposed approach that all space in the facility be treated as common and
shared with usage determined based on what benefits the overall organization as well as
the public. That it be flexible and responsive the needs and opportunity and that the
commonly understood basis of these decisions is to drive creativity innovation growth and
sense of shared purpose.

The motion was adopted unanimously.
Lastly, Matthew asked the board to endorse an “open membership” policy (includes guild
membership) to the organization. He would like the authority to decide who and when a person
can become a guild member to rest with the Executive Director and not the guilds. Matthew
also noted that this type of model will require a rigorous code of conduct to ensure respectful
treatment of each other, equipment, and the facility.
Rachel Rosenblum moved, seconded by Wayne Davis, that
VOTED: The board confirms the Executive Committee’s decision that responsibility and
authority for decision about who can become a member and when rests with the Executive
Director and endorses the proposed approach that any category of artist, from beginner to
master craftsperson, may join.
The motion was adopted unanimously.
After a brief discussion over redundancy, it was agreed that a vote should be taken on the
general endorsement of the Executive Director’s report and the initiatives outlined within.

Peter Demuth moved, and Mike Lawson seconded that

VOTED: the Board accepts the Executive Director’s report and endorse the general
direction of change and growth outlined within.

The motion was adopted unanimously.
Wayne Davis reviewed the need for all Board members, Guild Chairs, Guild Treasurers to sign
their annual Conflict of Interest forms (PMM p. 11).

4:30 Adjourn



Bi-Monthly Meeting of the LexArt Board of Directors

October 19, 2021

Join Zoom Meeting

https://us06web.zoom.us/j/7818629696?pwd=NiBwWWVR4bHpGUGN6SkdsSijZnZ1g47209

Meeting ID: 850 2582 3656

Passcode: 611514

One tap mobile
+13126266799,,85025823656#,,,*611514# US (Chicago)
+19294362866,,85025823656#,,,,*6115144# US (New York)

Agenda

3:00 Call to order (Katina Leodas)

Approval of August 17, 2021 minutes

Treasurer’s report (Mike Lawson)

Committee Reports

Development

Nominations and Governance
Gallery

Education

HMP

3:15  Executive Director’s Report and Discussion

4:20 Board Votes

Conflict of Interest Forms


https://us06web.zoom.us/j/7818629696?pwd=NjBwWVR4bHpGUGN6SkdsSjZnZ1g4Zz09

4:30 Adjourn
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Lexington Arts and Crafts Society, Inc.

Minutes of Board Meeting
August 17, 2021
3pm (Zoom)

Board Members Present
Katina Leodas
Molly Nye

Wayne Davis
Diane Gordon
Lauri Hugentobler
Alison Lauriat
Christina Gamota
Michael Lawson
Jenn Bergantino
Louise Hara
Nancy Cornelius
Nicole Mordecai
Peter Bain
Victoria Nessen
Matthew Siegal

Guild Observers Present

Steve Goldstein (Photographers)
Sue McFarland (Painters)
Carolyn Reckman (Woodworkers)
Alison Lauriat (Ceramics)



Wilda Ward (Decorative Arts)

The meeting was convened at 3:00 pm and conducted via videoconference and
chaired by Katina Leodas, Chair of the Board of LexAtrt.

1. Approval of June 22 Board Meeting Minutes
Steve GoldsteinGordon noted that Jessie Zhan should be added to the attendees
Upon motion by Peter Bain, seconded by Matt Siegal, it was:

VOTED: That the Board of Directors hereby approve, subject to correction of names,
the minutes of the Board of Directors Meeting held June 22, 2021. Adopted
unanimously.

2. Finance Report (see attachments)

Mike Lawson, Treasurer, said that his reports were part of the meeting materials
package and included a Cash Balance Report. He added that there was an August
PayPal transfer of $43,000 not included in that report. Next meeting, he will have
guarter- to- quarter comparison of expenditures against the budget for the board to
review.

3. Development Report (see attachments)
Wayne Davis, Development Committee Chair, highlighted a few items:

LexArt has received two grants
$67,000 from the Mass Cultural Council
$6,000 from Mass Charitable Mechanics Association

The next big Development event is a Donor Appreciation Reception on Sept 18: it will
include a Gallery Viewing followed by Reception at the Gamota house. Board members
are invited, not inviting partners of board members due to Covid restrictions. Katina
mentioned invitations have gone out, looking for RSVPs by Aug 31

Wayne reviewed the Major Donor Program'’s history, beginnings, reason for undertaking
(a more robust fundraising effort). The program had been put hold on it to allow
Strategic Vision Planning groups to get their work done over the summer. He is now
engaging with consultant Diane Remain to restart the training.

Wayne distinguished 3 types of campaigns
- Specific financial objective and timeline
- Ongoing appeal (annual, seasonal, etc.)
- Major Donor Program - focus efforts on select group of potential donors, develop
relationships with them over time for multi-year support. LexArt has never done this
before. Now that the Strategic Planning process has advanced, we will - will resume
the effort. In this process, Fundamentally, the board’s role task will be to engage



potential donors, over the course of multiple conversations/interactions, about three
priorities for LexAtrt..,

Discussion on proposed 3 priority areas for Major Donor Program:

« Diane Gordon said that the community aspect is missing. Katina asked for more
clarification of “community”. Diane pointed to the mission and wondered how that
would appeal to the greater Metro West arts community.

o Matthew agreed with Diane; public and community engagement should headline
each of the three blocks, this should be a priority of wordsmithing. For the education
component, he would like it to reach a spectrum of underserved audiences. It should
also highlight that we are trying to use gallery programming for outreach and
engagement. New technology should drive new audiences as well.

e Molly Nye added that we must believe in our program in order to ask for money, this
makes a big difference.

o Alison Lauriat feels it is a bit dry, she would like to see more specifics and more
excitement in the language.

« Jenn Bergantino reinforced that this is about the outside community not about the
LexArt, she also would like to include the notion of historically bringing and
preserving craft as part of celebration of human spirit. She asked what else was
considered, are there any alternatives?

« Wayne replied that he did not recall but can say that these have not changed since
February and the “community” aspect runs through, and is a result of, the focus on
the three priorities.

o Education has been at core of LexArt since the beginning. A more professional,
expansion of educational offerings and reach are needed for survival of the
Society.

« The Gallery as the 2nd priority is an incredible asset - people continue to visit
and be amazed - we need to use it to maximize us to leverage of everything else
we are doing.

o Regarding New Technologies, this is careful wording of boring infrastructure stuff
that often gets overlooked but is incredibly important - it includes people,
hardware, software, and building to allow us to reach new audiences where they
are.

« Diane Gordon said that this is an adequate roadmap, but it is still not a direct enough
line to the community and perhaps we need a visual or other method to make the
link. She said the gallery is the new center piece but there is so much more people
need to be aware of, a landscape of activity including the parking lot sales, outside
classes, and outside organization outreach. These are all part of our community arts
programming.

« Wayne further explained that these are the funding priorities we need help with over
the next 2-3 years vs. “this is everything LexArt represents”.

e Matthew Siegal addressed answered “what else was considered”. He said that
upgrading facilities was dropped - he felt that it was not appropriate for LexArt to ask
donors for that.



e - He cited his own community and engagement activities, inserting himself into with
local town and arts organizations including the Lexington streetscape committee,
Chamber of Commerce, etc. Matthew then spoke about using the gallery as a tool
for outreach and engagement by opening it for use by the community. LexArt held
the Lexington Race Amity show recently and the gallery space was freely given for
that but we can’t afford to continue to do this for free. He wants to have local
organizations underwrite these exhibitions in the future.

o Casandra asked if it would be more engaging and exciting to link each of these “ask
blocks” to LexArt goals. Katina asked Cassandra to work with the development
committee to make it more exciting.

« Jenn Bergantino said that Matthew had just described a very compelling vision, but it
is not captured here in the three points. She thinks it is wrong to focus be too much
specific onto the Nye Gallery, to the exclusion of everything else.

e Wayne and Katina stopped the discussion and felt that it was a very helpful
exchange of ideas and will tap Victoria Neessen for help editing these priorities.

No vote needed at the time.

4. Executive Director Report (see attachments)

The board packet that was distributed in advance of the meeting included a written
“Executive Director’'s Report from Matthew. He reviewed it as follows: provided written
report with the pre-meeting documents which reviewed the following:

LexArt’'s mission language was revised, and he hopes it is adopted and is widely get it
broadcast to the public.

The Executive Committee has tried to give back coordination and management of
classes to the guilds - but mid to long term LexArt will need a staff person for this
job. This will bring professionalism and a much wider scope to our education
program. Education means more than just classes on how to make things, but it also
should encompass history, appreciation, etc.

The Strategic Planning process is progressing, he is waiting for all groups to finish their
work and will provide a report at that time. The report will include input from a subgroup
(including Wayne Davis, Peter Demuth) assembled to answer questions of - who are
we? why do we matter? and where do we see ourselves down the road?

Finally, the Executive Committee has agreed that many changes cannot wait for
adoption via the Strategic Planning process and has asked Matthew to present his
make some short-term recommendations on an optimal staffing plan and budget for
LexArt; processes for admitting and on-boarding new members; certain issues,
including the organization and structure of LexArt, and the allocation and use of building
space in service of the missions and goals.

Discussion:



Molly noted that nothing was said about touring the building. She feels this is an
important way to excite the public about LexArt, to let them know that there are
working artist studios amongst the banks and hairdressers of Lexington

center. Tours should be a priority to any visitor.

Katina wants more activities outdoors to bring attention to the Society.

Diane Gordon really liked Matthew’s notion of expanding the Education role to
include helping people understand what they are looking at. She confirmed that she
didn’t know about LexArt, beyond the Metal Guild, before being asked to join the
board and she likes the idea of tours.

Katina has been welcoming all students prior to their first class with a small
introduction to LexArt and an offer of a tour.

Casandra mentioned that she gives tours while gallery sitting, people always
accept. More of membership needs to become tour guides and cheerleaders for
LexArt.

Matthew confirmed that Cassandra is LexArt’s biggest cheerleader. He notes that
many of our own members have never seen the whole building because most
barricade themselves in their own guilds with locked doors. In fact, tours have
limited value if people are met by locked doors, no introductory classes, and multi-
year waiting lists.

Peter Bain and Christina Gamota would like tour training which would include history
and future and specific details on our arts and machines and space.

Wayne pulled back the focus and noted that tours are but one aspect of what is at
the heart Matthew's report: LexArt's outward community focus. This is reflected in
thethat language will be Mission, Vision, Values, and Goals language to be voted on
today on. It represents a shift in the behavior of the organization from inwardly
serving members to outwardly serving the broader community.

Diane Gordon said that the new vision, values and goals do reflect outward focus
but do not clearly indicate that we are making a big shift., It may be implied but it is
not obvious. that this

Katina said that she also feels something is missing in the mission language. She
stated that we are making an explicit change that may will cause big convulsions
and we should be explicit about it.

Matthew countered that the “shift” language needs to be aimed at our internal
audience. This missions / vision language is an external message. He stated that
he has been unambiguous about his goals to have LexArt serve the

community. However, he reiterated that he still doesn’t know what the best vehicle
of communication with membership is.... or how to communicate the shift to
membership. In any case, this language needs to be brief, concise, and
unambiguous.

Diane brought up the new inclusiveness norms for operating in boards across the
country and how that shift in operations is stated eximplicitly to ensure compliance
and new operating methods.



« Casandra, citing 20+ years of membership, feels this language is a sufficient clue to
members that change is here. LexArt has never had such a clear and defined set of
orders to embrace the outside community.

o Matthew agrees that we need an internal roadmap/framework that shows LexArt
how to be more equitable, inclusive, diverse.

4. Additional Votes

4.1. Through the ongoing Strategic Planning process a diverse committee has
developed new statements of Mission, Vision, Values, and Goals for LexArt. (See
meeting materials) The Executive Committee believes that these statements describe
an organization that LexArt can become. We believe that the attainment of this Mission,
Vision, Values, and Goals and the expression of these values in our daily operations will
promote the successful continued existence of the organization.

Upon motion by Diane Gordon, and seconded by Mike Lawson, it was.

VOTED: The board approves the adoption of these new Mission Vision Values and
Goals statements to replace current and previous statements. Adopted unanimously.

4.2. The Executive Committee believes the health and financial viability of LexArt is
heavily impacted by decisions on who can become a member and when, and how
space is utilized. The Committee believes that these decisions can and should be
made by the Executive Director pursuant to guidelines approved by the board. The
Committee has directed the Executive Director to develop plans and sets of guidelines
for how we will make these important decisions on membership and space allocation
and to present hose plans to the Board at its next meeting on October 19th.

Upon motion by Molly Nye, seconded by Mike Lawson, it was.

VOTED: The Board approves the Executive Committees directive to the Executive
Director to develop plans for his decisions on membership and space allocation.
Adopted unanimously.

4.3. Based on input from the Executive Director the Executive Committee believes that
LexArt will need to employ or otherwise engage addition personal to support the
organization revised Mission and vision statements. The committee has directed the
Executive Director to develop an optimal staffing plan for LexArt that includes the
number of employees, skills, and hours required. and to present that plant the Board at
its next meeting on October 19th.

Upon motion by Molly Nye, seconded by Rachel Rosenblum, it was.
VOTED: The board approves the Executive Committee directive to the Executive

Director to develop and present to the board a staffing plan for LexArt. Adopted
unanimously.



4.4. The Development Committee has requested that the board support its proposal to
pursue a Major Donor Developer Program with a vote.

Upon motion by Nicole Mordecai, seconded by Rachel Rosenblum, it was.
VOTED: The Board accepts the report of the Development Committee and endorses its
plan to develop and execute a Major Donor Program that emphasizes LexArt’s funding

priorities for supportive education, gallery programing, and new technologies. Adopted
unanimously.

TO: LexArt Board Members

FROM: Michael Lawson, Treasurer

DATE: October 21, 2021

SUBJECT: Treasurer’s Report

In the last Treasurer’s report, | provided information regarding our profit and loss statement as
well as our balance sheet.

The Treasurer’s report for the October Board meeting will contain two major parts. The first will
report on the status of our various accounts for both the Society and where appropriate, Guild balances.
Second, it will provide a consolidated profit and loss statement against the budget approved by the
Board for the first quarter of the fiscal year and a balance sheet.

Below you will find the balances in our major accounts as of September 30, 2021.

Major Account Balances

e (Cash and CDs in various accounts: $415,306.05
o Certificates of Deposits: $139,171.45



e Endowments (restricted assets): $195,224.98
e (uild Balances: checking, savings & CDs $100,885.10

This report contains the first quarter’s profit and loss statement, and while it is interesting,
because patterns of income and expenses do not occur evenly of the year, it is not too revealing. This is
especially true when it comes to the income components of the statement. Asis the case with net
income from class/workshops and gallery/show sales, much of the income was booked in the previous
fiscal year while all of the expenses (e.g., instructor payments and consignment payments) were booked
in this fiscal year. Consequently, the ‘actuals’ for those categories contain little real information about
how we are doing against budget. The other income categories are more interesting. For Contributions
we are significantly behind against budget and the same is true for Memberships. But again, income
from these categories does not accrue evenly over the year.

So, the bottom line (so to speak) is that the next quarter will be more revealing, however, | am
beginning to be concerned about income from membership. As you know, there has been a declining
membership of the past few years; and the budget approved by the Board included an expected twenty
percent increase in income from memberships.

You will find the quarterly profit and loss statement and the balance sheet attached to this
report.

Development Committee Report

Committee Members: Wayne Davis (chair); Christina Gamota, Molly Nye, Alison Lauriat, Katina Leodas,
Jasmine Lipman, Matthew Siegal (ex-officio).

1. Nye Gallery Donor Appreciation Reception

Friends and supports of the Gallery Project gathered at Christina Gamota’s lovely home on September
18 to celebrate Molly and the completion of the gallery. Executive Director Matthew Siegal and Board
Chair Katina Leodas thanked donors for their support and Molly for her 50+ years of engagement with
the Society. The Committee is especially grateful to Christina for orchestrating and hosting the affair.

2. Major Gift Program

The Committee has been working with our consultant, Diane Remin to finalize details for the program.
Two training sessions have been held, with a third scheduled for next week. Videos of the training
sessions, along with accompanying materials, are available to other board members via this Google
Drive link.


https://drive.google.com/drive/folders/1mS6BZWePgME4ADrb3tCL0WuzqsOZCNqB?usp=sharing




