NACIS Board Meeting

Topic: June 2, 2024 Board Meeting
Time: 4:00 PM Eastern Time (US and Canada)

Attendees

Executive Office (non-voting)

X Susan Peschel, Business Manager

X Martha Bostwick, Associate Business Manager
X Kate Leroux, Director of Operations

X Jenny Marie Johnson, Executive Director

Executive Board (voting)

X Travis White, Past President (term expires 10/24)

X Brooke Marston, President (term expires 10/24)

X Hannah Dormido, Vice President (term expires 10/24)

X Vicky Johnson-Dahl, Vice President-Elect (term expires 10/24)
Josh Ryan, Secretary (term expires 10/25)

X Neil Allen, Treasurer (term expires 10/24)

Board of Directors (voting)

X Sarah Bell (term expires 10/24)

Bill Limpisathian (term expires 10/24)

Becca Ramsey (term expires 10/24)

X Chelsea Nestel, Student Board Member (term expires 10/24)
X Joanna Merson (term expires 10/25)

X Nathaniel Douglass (term expires 10/25)

Nick Martinelli (term expires 10/25)

X Michael Sparks, Student Board Member (term expires 10/25)

Ex-Officio (non-voting)
Jim Thatcher, Cartographic Perspectives Editor
X Nat Case, Atlas of Design

Motions Approved During Meeting

Approved Minutes from last 2 meetings

Approved Motion giving Nat Case permission to seek out property insurance quotes for
AQOD stock

Approved Motion selling the Atlas of Design through Amazon in addition to Big Cartel,
with fulfillment by Eastview



Approval of Minutes (Brooke, 5 mins)
e Spring Board Meeting (April 27, 2024)

e May 7. 2024

Brooke
Two sets of minutes to approve. The Spring Board meeting from April and then the emergency
meeting that happened May 7th.

Travis
| just want to make sure that certain names weren’t included in the Spring Board meeting
minutes

Brooke
It was the meeting before, and we made certain that names were not included. We kept it as
individual one and individual two

Vicky makes a motion to approve both sets of minutes
Travis seconds

- No discussion

- No dissent

- 10 approve (unanimous)

Atlas of Design (Nat)
e AOD Proposal

Nat
I’'m hoping that everyone read through the report | sent out. Is there anything, overarching big
picture, that is just wrong? Not section by section.

Neil
My only concern, how many moving parts there are. How sustainable is all this? Who is your
successor going to be and how will we keep track of all this.?

Nat

I’'m concerned too. This is not the final say on what we hope to change in the Atlas. Some of the
relationships with marketing, shipping, selling, and so forth. We do need to consider more
changes than what | propose here, just not this year.

I’'m going to go through the proposal. The introduction was to lay out the history. There is a
certain amount of chaos in the system, especially looking at it year by year. We have a two-year
cycle and things don’t always fall neatly in a budget year like the conference does. It's a
long-term running budget in practical terms, but it's an annual budget so we have to work with
that.


https://docs.google.com/document/d/1DzVC_LgKgXtOzNMhe_XkBpFCTjSnV5tmW3uTKBAF2kM/edit?usp=sharing
https://docs.google.com/document/d/17B7QcYQdOMBAzLGoudXPQZQ3DlV7_1ZGDuLHS1IeJiE/edit?usp=sharing
https://docs.google.com/document/d/1rbf8BHW85pR2_ejF3gT71jDr6PGDyAlxkNSKw27brbE/edit?usp=drive_link

We have shifted to keeping volumes in print. Moved from sell out the print run model to keeping
some in stock. That has changed the dynamic with sales. Therefore, we haven’t been marketing
and selling to try to sell out the print run the first year.

3 goals here:

1. We don’t have insurance on the inventory. We have $100,000 of inventory. We are in tornado
country and if something happens to the stock, we are out of luck. We are looking into it but it is
hard to get quotes for small business policies.

The quote | have from the Hartford is $620 for a year, for $400,000 in coverage for replacement
costs. Susan said that maybe we could fold in the liability coverage that conferences require.

| would like to have this not taken out of the AOD budget if possible

Susan
It's about $450 for the four days of the conference

Nat
It covers things like the projectors. It covers all errors and omissions. If someone on the Exec
board says something and gets us in trouble, it covers a variety of basic coverages

Susan
That might be enough to not have to get the conference coverage

Nat
The question for the board is, authorization to spend... Do we have to have a final solid number
or can we do a not to exceed and get the number as low as possible?

Susan

If you get a person to write a policy. | can verify it with my person. It would be rolled into the
conference and it wouldn’t be from the AOD budget. Send me the language and I'll run it past
my person.

Neil
A quote from one contender is not enough to move forward on approval. Susan, as far as the
liability insurance, is that the only one you’ve had quoted?

Susan

Yeah. It wasn’t that expensive. And it’s only in certain contracts. We’ve managed 40 some
conferences and I've only had to have it a few times. It's probably not a bad idea to carry it
these days



Nat
So the situation is that we need more numbers to get approval from the board?

Susan
We need to get the language of the policy from your agent. We can’t proceed unless we know
what it is covering. If it covers errors and omissions, we may not need our conference policy.

Nat
| can send you the policy | have now. It’s just for the property.

JMJ

I’'m not certain the board has formally tasked Nat to go out and get these quotes. Beyond just
general conversation. Should include whether the board wants him to seek just property
insurance or a larger more comprehensive business policy.

We need to have documentation to point to to say that Nat is an official representative of NACIS
so we have a papertrail.

Brooke
So we would have a motion that would task Nat with getting these quotes.

Nat
| would be happy sticking to property insurance for now

Travis makes a motion to give Nat permission to go forth and collect these numbers and
bring them back to the board

Neil seconds

- No discussion

- No dissents

- 10 approve (unanimous)

Nat

So the second thing we're looking at is expanding how we can sell the book. The Kickstarter
modeled the pre-sales model. Having it all go through NACIS, the Big Cartel site, and having it
depend on member and community support. We’re looking at having a product available for sale
for people who aren’t members.

More than 50% of books are bought through Amazon - either direct or through a store. That
seems like the logical first step. We can afford to do that, essentially give a 15% discount or
even a 20% discount. So we can do that without messing with cover prices. | did suggest the
question of whether to raise the cover price to $35. So the proposal was to sell with the current
cover price of $35 for all. Should we raise the cover price on the two utmost ones? Keep
Eastview for fulfillment. The fixed costs, which is the monthly cost from Amazon of $240 over
the course of six months ($40/month), would be covered by reducing the print run.



Going back. We’re suggesting reducing the print run to 1750. The cost per piece goes up a bit,
but the overall cost comes down by about $4,000 over what we proposed in the initial budget.

There’s 3 parts. There’s the Amazon proposal. There’s reducing the print run to 1750 which
frees up some money from our proposed budget. And we're looking at raising the cover price to
$35 on the last 2 volumes, so all the volumes are $35.

Brooke
| think it's wise to reduce the print run slightly, given the trend with how many we’ve been
printing and how many we’ve been selling

JMJ
We tried to increase the sales for Volumes 5 and 6 by reducing the price to $25 and it didn’t do
anything. | don’t think there’s a problem with increasing back up to $35

Brooke
| don’t think we need a motion for that

Nat

Back to Amazon. Given our existing approved budget, Amazon costs are covered. One of the
reason’s we're doing this is the cut is relatively low. If we're selling through retailers, the discount
is going to be larger. We will have to look at raising cover prices. One of the reasons to do this
first, is that we don’t have to change cover prices twice in a year. We just have a new outlet.

The other thing, is we might be able to go to Eastview and give them a 15% discount on their
institutional sales. They sell with a markup to institutions who can’t buy from a non-approved
vendor. Eastview is an approved vendor for a lot of places.

Brooke
What does success look like for the Atlas? Will the Atlas be tracking whether Amazon is making
a difference? We’re looking at doing multiple things. How will we know what is working?

Travis
I may have misheard at the Spring Board Meeting, but | thought you weren’t going to do
promotion and instead try Amazon first

Nat
We are not going to do any paid promotion. We are going to do review copies, press releases,
podcasts...

To your question, Brooke, what | heard loud and clear from the Spring Board Meeting was get
that revenue up. | don’t really have a way of measuring which thing is going to have an effect.
Unless we do one for six months, then do another next year or something like that. Specifically,



we can tell if Amazon is working because we’ll get sales numbers from them. At the end of the
year we can compare Amazon vs Big Cartel.

Neil
Exactly. There is no way to isolate that sort of metric

Brooke

I's going to be important doing really good documentation going forward. This report was
difficult to pull together because it's spanned a number of years, with a number of people in
charge. | would suggest very good documentation so that when we go to the annual business
meeting, we can report, “we did X, Y, and Z”. Having as much transparency as possible with the
membership is what | would be most interested in. Especially when you rotate out of this
position and your successor comes on, this is the kind of information we need.

Nat

This is what the marketing and sales departments spend their lives trying to figure out. There
are professionals who still haven’t figured it out. This goes back to the cultural shift from a
Kickstarter model to a publishing program. I've been talking to people. Partnering with someone
who already does this stuff, as opposed to us who don’t. It's something I'm interested in looking
into in the long run. This is not what NACIS does, we are not a publishing company.

JMJ
How many Atlases do we need to sell per month to cover the Amazon charges?

Nat
Depends on the volume because the margin over cost varies. We’re making essentially $5.25
per book. So about 8 books.

Nat Douglass
On the topic of the $35 to $25 price. Flash/holiday discounts might be a better way to drive up
sales rather than an overall price decrease.

Neil
How often can you get the numbers from Amazon?

Nat
Monthly. And we can get the numbers from Eastview too

JMJ
What is the granularity of those reports?

Nat
From Eastview, we get item by item report. Big Cartel, | have a special extractor to get the
count. | don’t know what Amazon reports are like. | imagine it is item by item.



Nat Douglass
Does Amazon or Big Cartel, etc. have a quick survey option “How did you hear about AOD?”

Nat
| don’t know about Amazon, but we can certainly do that on Big Cartel

Joanna
Can we cancel Amazon at any time?

Nat
Yes, yes we can.

Travis makes a motion approving selling the Atlas of Design through Amazon in addition
to Big Cartel, with fulfillment by Eastview

Hannah seconds

- No discussion

- No dissents

- 10 approve (unanimous)

Nat

| would like the Board’s OK for me to have informal exploratory discussions about what resale or
publishing partnership arrangements might look like with various potential partners (including
but not exclusively those mentioned above) during 2024, so | can come back with a less
speculative (or at least an outline of options to explore in more detail) in 2025.

Brooke
Jenny-Marie. Do you think we need another formal proposal for this?

JMJ
| think it falls under Nat’s current responsibilities

Brooke
| agree. Nat you have our blessing

Nat

Last question is about increasing exposure. Me and the Atlas team will get a list of people that
would like an early proof copy. This is entirely normal in the publishing world so reviewers are
used not getting a hardbound copy. Do | need board approval for this?

Brooke

At the Spring Board meeting, we said that if some money was repurposed (the board wouldn’t
be providing additional funds) the Atlas team could do promotion. By reducing the print run,
increasing the cover price, some of these funds are freed up.



Do we still have the contacts for the Guardian, Wired, that we used for Volume 47?

Nat
We haven’t done that work yet. We are going to start getting on top of this. That is a good idea
to look at the archives.

Brooke

Vicky put a comment in the chat. Can we put together a list of outlets and contacts if we have
them? Vicky published her book, so she might have some contacts. The wider board might have
some contacts.

Nat
There is a spreadsheet. I'll share that with the board

Neil
We don’t have a line item in the budget for AOD for promotion. We do have something for Other
expenses. Do we need to vote to add that kind of thing?

| would ask that because you have $3-4000 in additional money saved by reducing the print run,
you would be prudent about that. Not go wild since we are trying to save money where we can.

Nat

For the review copies, we’ve been too conservative in the past. Getting review copies out is a
super cheap way of promoting the book. If we send out 100 copies, it would probably pay off. |
don’t think we’ll send out 100. But 30-40. Some of them are a long shot, but the Guardian was a
long shot and it paid off.

So that’s the third way we’re hoping to boost sales.

Sarah
If NACIS has an Instagram account, it’s really easy to do paid promotions. And it would tend to
go to an audience that would buy the book because of the algorithm

Nat
There is an AOD Instagram. This goes to the question of us not being professionals in the area.
Getting good promotion on social media is great, but that is it's own career

(some discussion on Eastview and marketing)
JMJ

What is the Volume 7 calendar? When do we need to have names addresses of reviewers to
you? When do the bills come due?



Nat

Printing will be done in early September. At that point, we can send soft copy proofs for
reviewing. Goal is to have them for the conference. So bindery is in early October. As soon as
each is done, they send a bill.

(some discussion on how long to keep old volumes in stock)

Awards/DEI - Student Verification (Travis/Bill, 5 min)
e Student verification proposal status
o Awards committee approved language
o Options have been presented to the board
m Option 1: Language will say "Student applicants must submit either an
enrollment verification letter from the university registrar or an unofficial
transcript. Preference is given to students who are Cart/GIS students
(majors or taking recent class), but this is not a requirement.”
m  Option 2: Language will say “Abolish the requirement for enrollment
verification and rely on self-identification as a student / the honor system.
Option #2 has the added benefit of reducing the workload for the awards
committee. Option 2 is the preference of the NACIS DEI committee.”

DEI Training Rollout (Travis, 3 min)

e As areminder, at this year’s spring board meeting, the Diversity, Equity, and Inclusion
(DEI) committee received funding to continue online DEI training for all NACIS officers,
board members, and people serving important conference roles. It is the shared opinion
of DEI that this training should be mandatory and recur annually. We will once again use
the course DEI Training for Volunteers from the Canadian Diversity Initiative.

e This week you will receive an email from the Canadian Diversity Initiative that contains
the login credentials to your account and DEI training module. Please complete this
training before September 30th. Lourdes Ginart and | will keep tabs on everyone’s
progress and send out monthly reminders as needed.

e A couple of things to note:

o Your account PIN as provided in the email contains a space (e.g. 987 65432), but
the login portal accepts the number with or without the space.

o The login requires a country and province. Canada is the only country available
in the dropdown, so please select any province (even if you don't live in Canada).
Locations/addresses are not relevant to the training.

o The student account locations default to Canada, so you will not be able to
change your location to the US if prompted. You can ignore this setting since
your locations/addresses are not relevant.

e The goal of this training is not to enhance your understanding of DEI, although that is a
welcomed outcome. Rather, the goal is to ensure accountability and establish
appropriate safeguards for effectively addressing any future reports of misconduct or
discrimination.



https://candiversity.com/

Travis
Bill made updates to the NACIS Travel Grant Award form for 2024. And there was just one issue
on student verification. Bill asks two questions:

Please confirm that you're a student enrolled in a degree granting academic institution. and then
indicate that they are majoring or taking a course in cartography.

Bill is in favor of dropping verification documents (transcript, letter from advisor, etc...). The DEI
committee supports that option. | presented two options here. The first one is they'll change the
language that they do have, but students do have to submit some form of verification. And then
the second option is just relying on an honor system.

Can we drop the document verification from the awards form. Does that require a board vote?

(some discussion on whether the board needs to approve it)

Brooke
| don’t think it needs a formal vote

Travis
DEI training modules are going to be released next week. Deadline is September 30th

Closing (Brooke, 2 mins)



