
Chapter Operations Book: Ad 2 Hawaiʻi  

Ad 2 Hawaiʻi entered the 2025–2026 term with a clear understanding that the chapter could not 

rely on momentum alone. To remain sustainable, credible, and competitive, the organization needed 

stronger internal systems, more intentional leadership development, clearer communication procedures, 

and a renewed commitment to fiscal discipline. Our Chapter Operations goals for the term focused on 

four key areas identified in the criteria: long-range planning, analysis of member needs, leadership 

organization and development, and fiscal management. These were not theoretical priorities. They were 

direct responses to real organizational challenges identified from the previous term, including the need to 

strengthen succession planning for the presidency, standardize internal communications, make better use 

of volunteer bandwidth, and stabilize the chapter’s financial condition. 

Long-Range Planning 

From the beginning of the term, Ad 2 Hawaiʻi made a deliberate effort to operate from a strategic 

roadmap rather than from isolated event planning. The chapter started by evaluating the practical realities 

facing its volunteers. Our board is made up of emerging professionals balancing full-time work, outside 

commitments, and the transportation challenges that come with living on Oʻahu. Because the City and 

County of Honolulu is known for difficult traffic conditions, especially after the workday, we knew our 

internal meeting structure needed to reflect convenience if we wanted to preserve engagement and reduce 

fatigue. 

For that reason, the board established monthly board meetings on the second Wednesday of each 

month at 6:30 p.m., primarily in a virtual format. This schedule was not arbitrary. It reflected the board’s 

recognition that too many in-person meetings can quickly burn out a volunteer team. We intentionally 

chose to reserve in-person board gatherings for moments that carried the most strategic value: our 

Introductory Board Retreat and Mid-Year Board Retreat. This hybrid model allowed us to preserve 

energy, increase attendance, and still create dedicated moments for deeper strategy and morale building. 



Long-range planning also shaped how we communicated the year ahead to both board members 

and general members. As part of our membership onboarding materials, we included a tentative event 

calendar for the entire term. This roadmap allowed members to see, from the start, that Ad 2 Hawaiʻi was 

planning a full year of networking, programming, mentorship, education, public service, and fundraising. 

It created visibility, built anticipation, and signaled that the chapter was thinking ahead rather than making 

decisions on a month-to-month basis. We included appropriate disclaimers that dates could change, but 

the value of a visible roadmap remained significant. 

This planning mindset was reinforced through our Introductory Board Retreat, which served as 

the first major strategic touchpoint of the term. Hosted in a cost-effective and more intimate setting at our 

First Vice President’s home, the retreat brought together nearly the full board of 27 members. The retreat 

allowed the President and Vice Presidents to review the chapter’s strategic goals for the 2025–2026 term, 

build team chemistry through bonding activities, and hold one-on-one meetings with board members to 

clarify projects, deliverables, and expectations. This process ensured that leadership did not simply 

announce priorities from the top down, but took the time to make sure every volunteer understood their 

role in executing them. 

Another important part of long-range planning was sequencing. Ad 2 Hawaiʻi intentionally built 

the term so that major initiatives supported one another. The term began with a Board Installation 

Ceremony in collaboration with AAF District 13 and AAF Hawaiʻi, then immediately moved into a high-

visibility opening Pau Hana tied to the AAF Western Region Conference, followed by the board retreat, 

recurring programs, fundraising events, mentorship, public service work, and spring advertising-education 

initiatives. This sequencing created momentum, but more importantly, it showed that the chapter was 

designing a year-long experience rather than simply reacting to opportunities as they came up. 

Even our planning beyond the immediate term reflected this mindset. The chapter had already begun 

developing a future-facing industry recognition platform, Next Up, as a signature project that would build 

on the chapter’s long-term visibility and financial sustainability. Although the event itself was scheduled 



for early August due to venue availability and favorable pricing, its planning during the current term 

reflected the chapter’s willingness to think beyond the traditional calendar and make strategic choices that 

favored affordability and long-term success. 

Analysis of Member Needs 

Ad 2 Hawaiʻi’s operational decisions this term were shaped by ongoing observation, informal 

feedback, internal conversations, and real lessons learned from prior years. The board recognized that 

member needs were broader than simply “more events.” Members needed better communication, better 

access to opportunity, clearer understanding of the organization’s network, and a chapter that felt 

financially stable and organizationally competent. 

One major need we identified was consistency in communication. Last term, our communication 

systems lacked clear procedures. This inconsistency contributed to confusion around promotions, timing, 

and event awareness. To address this, Ad 2 Hawaiʻi made the standardization of communication and 

community building one of its strategic priorities. We reorganized our shared Google Drive so that board 

members could more easily navigate project folders and assets. We created a board information form to 

capture each director’s role, skill sets, contact information, and responsibilities, which made cross-

functional collaboration significantly easier. We also built a travel tracking sheet so that collaborators 

could anticipate when team members would be out of town and adjust project timelines and expectations 

accordingly. These operational tools may sound simple, but for a volunteer-led chapter managing many 

moving pieces, they had a real impact on communication efficiency. 

We also recognized that our communication team needed more structure to succeed. To support 

the Director of Social Media and Director of Communications, we built both a social media tracker and a 

newsletter planner. The social media tracker allowed posts to be organized by content type, platform, date, 

time, Canva link, and performance indicators such as likes, comments, reposts, and shares. This created a 

much more organized workflow for approvals and gave leadership the ability to review and adjust content 



more quickly. It also introduced a stronger analytical lens into chapter communications by helping the 

team track what types of content were performing best. The newsletter planner did something similar for 

email communication. It allowed the President to place copy and assets into a shared planning space in 

advance so that the Director of Communications could build the monthly newsletter on time and with less 

scrambling. Last term, newsletters went out inconsistently. This term, our goal was to establish 

predictability so our audience could better absorb event offerings and chapter news. 

Member needs also shaped how we approached community building. Ad 2 Hawaiʻi has recently 

adopted Pumble as its primary communication platform, and this term we invested real effort into making 

it a functioning professional community rather than just a message board. We grew the platform to more 

than 50 members and created tailored channels for board coordination, general discussion, work-related 

questions, passion projects, job postings, and introductions. A pinned template in the introductions 

channel encouraged new members to share who they are, what they do, and what they are looking for, 

making it easier for people to meet one another and feel welcomed. For a chapter serving emerging 

professionals, that sense of belonging matters. Pumble became one of the clearest examples of how the 

chapter responded to the need for year-round community, not just event-based interaction. 

Another member need we identified was stronger exposure to the broader AAF network. Because 

Hawaiʻi is geographically distant from the continental United States, there can be a real disconnect 

between local members and the larger federation. Many members did not feel strongly connected to AAF 

National, Ad 2 National, AAF Hawaiʻi, or even District 13. To address this, we intentionally collaborated 

more closely with those bodies and used events such as the Board Installation Ceremony, the AdWest 

Regional Conference, the ADvise Mentorship Program, AAF Hawaiʻi’s Merry Mix & Mingle, and future 

participation in the Pele Awards to help members understand that Ad 2 Hawaiʻi is part of a much larger 

professional ecosystem. 

Finally, member feedback and observation revealed that leadership development itself mattered 

deeply to our culture. Ad 2 Hawaiʻi prides itself on developing rising leaders, and this term we reinforced 



that by creating a fun, healthy, and competitive culture around leadership growth. Our board informally 

tracks the amount of industry-related volunteering members take on, such as serving as speakers, 

panelists, college-club mentors, or program mentors. This created a motivating internal culture in which 

members could see leadership not as an abstract value, but as something visible and actively encouraged. 

Leadership Organization and Development 

Leadership development was one of the chapter’s most important operational achievements this 

term. Ad 2 Hawaiʻi entered the year knowing that its board structure needed to evolve if it was going to 

support the chapter’s new priorities and prepare for future leadership transitions. 

One of the most significant structural changes was the creation of a Director of Public Relations 

position. In prior years, the chapter had plenty of activity worth promoting, but lacked a board member 

who was specifically focused on media relations, press distribution, and public relations strategy. This left 

opportunities on the table. By creating a PR role and strategically recruiting a professional from a public 

relations agency, the chapter materially improved its communications infrastructure and strengthened its 

capacity to tell its story more effectively. 

The chapter also created a new Director of Recruitment position. This decision came directly 

from our long-standing strategic goal of building stronger pipelines to soon-to-be graduates and early-

career professionals. Historically, Ad 2 Hawaiʻi had hesitated to bring current college students onto the 

board because student priorities can shift quickly. This term, however, we recognized that this mindset 

was limiting us. A current student could do what alumni could not: more naturally access campus 

communities, build relationships with college clubs, and identify outreach channels that would otherwise 

remain untapped. We intentionally recruited a student leader into this role because her lived proximity to 

campus networks made her uniquely qualified to help us achieve our recruiting goals. 

We also restructured our executive leadership model by establishing a First Vice President and 

Second Vice President. This was inspired in part by strong nonprofit leadership models elsewhere in 



Hawaiʻi and also aligned with another major priority: succession planning. More broadly, we overhauled 

several board titles to make them simpler, more professional, and more reflective of the actual work each 

volunteer was doing. Some older titles were too long or vague, which reduced clarity and made positions 

feel less credible to outsiders and to prospective volunteers. 

The biggest leadership development challenge we faced was succession planning for the 

President role. The sitting President, Cale Guillermo, had already served three terms because at the end of 

the previous cycle no one volunteered to step into the role. Historically, Ad 2 Hawaiʻi has been very 

strong at succession planning. According to our records, there have been very few times since 1929 when 

the chapter has had to rely on repeat presidential terms. The recent pattern made clear that we needed to 

improve. 

To do that, we sought advice from other Ad 2 presidents nationally. One piece of feedback stood 

out: leadership must look fun, collaborative, and manageable if someone is going to step into it. Internal 

conversations confirmed the issue. Board members respected the presidency, but saw it as an 

overwhelming workload. In response, the chapter deliberately changed how it presented the future role. 

We recruited two individuals who had been involved with Ad 2 Hawaiʻi but had never previously held 

board positions and pitched a co-president model inspired by another chapter’s structure. Once the role 

was framed as shared leadership rather than a solo burden, it became realistic to them. This term, we 

successfully put succession planning in place for 2026–2027. We also began preparing those future 

leaders by having the First Vice President, Second Vice President, and Board at Large sit in on Ad 2 

National meetings when the current President could not attend, giving them early exposure to the type of 

federation leadership they will inherit. 

Leadership development also happened culturally. The Board Installation Ceremony was 

important not only as a formal induction, but as an early leadership-development opportunity. Hosted by 

AAF District 13 at Anthology Marketing Group’s research room, it brought together approximately 40 to 

50 board members from AAF Hawaiʻi and Ad 2 Hawaiʻi. It gave our board the chance to introduce 



themselves to industry veterans, understand the larger infrastructure of AAF, and begin the term with a 

sense of seriousness, pride, and morale. It set the tone for leadership from day one. 

Fiscal Management 

Fiscal management was one of the chapter’s most urgent operational priorities this term. We 

openly recognized that in previous years Ad 2 Hawaiʻi had not always been as conservative or strategic 

with spending as it needed to be. Too many events were net-negative, some costs could have been 

avoided, and we were not sufficiently aggressive in asking for sponsorships, in-kind support, or waived 

fees. This term, that mindset changed. 

We made the conscious decision to become far more fiscally conservative and financially 

responsible. One of the most important cultural shifts was learning to ask. In Hawaiʻi, people are often 

hesitant to ask businesses for free support because of a local instinct not to burden others. Ad 2 Hawaiʻi 

deliberately challenged that hesitation. We made “getting comfortable asking for big asks” a strategic 

priority, and it paid off. 

That shift produced major savings. For the opening Pau Hana at Maui Brewing Co. Waikīkī, we 

negotiated a waived venue fee and limited free food support. For our second Pau Hana at 1938 Indochine, 

we again secured a waived venue fee, paying only for food while operating a no-host bar. We secured free 

use of MVNP’s office for Writers’ Room. We held our Introductory Retreat at the First Vice President’s 

home to avoid venue costs. Through mentor relationships, we secured workplace space for the first 

ADvise cohort meeting. We obtained a venue sponsorship from SALT at Our Kakaʻako for The Market, 

leaving event insurance as the primary unavoidable expense. We secured breakfast sponsorship from 

Zippy’s for Career Kickstart Summit and continued pursuing lunch and snack support from additional 

sponsors. Taken together, these choices saved the chapter thousands of dollars and changed what was 

operationally possible. 



We also made major cost-saving changes to our platforms. We off-boarded from Eventbrite 

because its fees were too intrusive both to the organization and to attendees. In its place, we adopted 

RegFox, which allowed us to build more customized landing pages, reduce fee burden, and keep more 

revenue from ticket sales. We estimate that moving away from Eventbrite improved retained ticket 

revenue by roughly 30% once avoided fees are taken into account. We also moved away from Slack and 

replaced it with Pumble, a free alternative with a similar user experience but without disappearing 

messages or recurring costs. Finally, we had already eliminated the expensive WildApricot subscription 

and shifted to a more manual but far less costly membership-tracking approach through shared rosters and 

renewal templates. These platform decisions alone likely saved the chapter hundreds if not thousands of 

dollars. 

On the revenue side, we also sharpened our fundraising philosophy. We decided that fundraising 

events had to be worth the effort. The chapter was no longer interested in events that brought in only 

marginal gains. We wanted events that could materially improve our financial position heading into 2026–

2027. Shots for Success remained valuable and generated roughly $700, but it also taught us that highly 

scheduled service-based fundraisers have a natural cap. That insight pushed us toward more scalable, 

millennial- and Gen Z-facing fundraising concepts such as The Market and the planned nostalgia-themed 

benefit concert, both of which were designed around stronger organic marketing potential, sponsorship 

leverage, and higher profit ceilings. 

Results 

The results of our Chapter Operations work this term were substantial. Ad 2 Hawaiʻi established a 

more consistent and realistic meeting structure; implemented a clearer annual roadmap; improved 

onboarding and role clarity; created new leadership positions aligned to real strategic needs; strengthened 

succession planning for the presidency; standardized communication workflows; built a more active year-

round professional community through Pumble; reduced operational costs through platform changes and 

sponsorships; and adopted a far more disciplined mindset around spending and revenue generation.  
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Shared Google Drive organization 

 

 
Shared Google Sheet of Board Member travel dates 



 
Google Sheet tracker of Board Member volunteerism within the industry 
 

 
Board Member form for internal records for communication and morale building 

 



 
Social Media Post Tracker 
 

 
Social Media Post Tracker KPI section 
 



 
Media Advisory contact list 

 

 
Newsletter Planner 

 



 
Manual membership tracker on Google Sheets 
 



 
Membership onboarding documents 

 



 
Weekly announcements to board of directors on communication platform Pumble 
 



 
Channel organization on communication platform Pumble 
 



 
Introductions channel on communication platform Pumble 

 



 

Random channel to discuss personal work in communication platform Pumble 

 



 
Recruiting database for Director of Recruiting 


