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How to Hold Core Group Meetings 

A core group meeting is a time for leaders and important figureheads of 

the association to meet in private and discuss issues 

that do not need to be discussed in a public meeting. 

These topics can include changing or leaving a 

position, finances, meeting with special guests to 

schedule presentation s to all members of the 

association, or anything requiring a quiet place to 

think and discuss ideas with the founding members.   

A core group meeting should flow something like this: 

1. Open greetings, and assess association’s motto, main goal and core 

values. 

2. Discuss minutes from the previous meeting. What went well? What 

did not? Is there a topic that needs to be addressed further? If a 

member was absent recap the meeting briefly. 

3. Define the purpose of the meeting. Is it a scheduled or impromptu 

meeting? Discuss concerns, ideas and topics for future core or public 

meetings. 

4. If it is a scheduled meeting, the President or core group leader should 

open the meeting with a standard agenda. 

5. If called together, allow each member to introduce him or herself and 

talk about issues, concerns or open a topic of discussion.  

6. Allow for questions and answers or open forum discussion 

7. Introduce the subject of the next meeting, or use this time to come 

up with one. Speak with your group about it and what should be 

done.  

8. Close your meeting by assigning a task to each appropriate 

committee leader for him or her to research or work on prior to the 

next public meeting.  

9. Remember to thank each member for attending and adjourn.   

 
 

Quick Tip:  

Core member or leader 
meetings should continue 
after the association is 
created. You can discuss 
topics with your core 
group that cannot or 
should not be brought up 
during a public meeting. 
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Bylaws 
During the first or second core group meeting, you may wish to come up 
with an official set of rules to govern your Neighborhood Association 
meetings. These rules should be agreed upon by the core group and 
followed at all times. Rules should be made public and open for everyone 
to see at any time. A set of rules created by an organization can also be 
called “Bylaws”. Not every Neighborhood Association has bylaws, but 
instead functions under “good faith” or unspoken rules. For some this 
works just as well; as others who have a Neighborhood Association list of 
rules.  
 
Bylaws provide an overall framework for your organization and outline 
general rules that govern the day-to-day operation of the group. They 
should state the organization’s purpose, mission and structure. When 
writing bylaws, use language everyone can understand. Remember bylaws 
serve as an instruction manual for your group. If the rules are written down, 
they should be followed and enforced. Here is an example of bylaws: 
 
Article 1 – Name and Purpose of the Organization 

1. State the name of the organization 
2. State specific/primary focus of the group 

a. Who you will serve 
b. What is your function (preservation, educational, advocacy, 

safety, etc.) 
 
Article 2 – Membership 

1. Define classes of membership 
a. Voting members 
b. Non-voting members 

2. Define Membership 
a. Requirements for membership (if any) 
b. Attendance requirements (if any) 
c. Dues (If any) 

 
Article 3 – Voluntary Dues 

1. Define the amount of voluntary dues 
2. Explain and record what dues are used for 
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Article 4 – Regular Membership Meetings 
1. When will regular meetings be held 
2. When will officers be elected and how 
3. Agenda/ Procedures 
4. When will the treasurer report on financial condition 
5. When can a special/emergency meeting be called 
6. What method of voting will occur  

a. written, show of hands, ballot, standing room 
7. Define what makes a quorum  

a. What percentage of people will initiate an action to pass     
(50% Pass, 51%, 66%, 100%, etc.)  

b. Decide whether or not a council member vote can be taken if 
one is missing; if so, should voting be based on total members 
(4/9, no pass) or members present (4/7 - 2 absent, pass) 

 
Article 5 – Board of Directors 

1. Define the number of directors 
2. Define the duties of Board Members 
3. Define how the board will be elected 
4. Define the terms of office 
5. Resignation 
6. Board Vacancies 
7. Board Meetings 
8. Emergency Powers 
9. Termination for Non-Attendance 

 
Article 6 – Board Meetings 

1. Explain who will run board meetings 
2. Frequency of meetings 
3. What constitutes a quorum of the board? 
4. How many votes does a director have; what is a majority? 
5. Can the board take action without a meeting? 

 
Article 7 – Committees 

1. List standing/permanent committees 
2. Identify who can serve on committees 
3. Determine committees appointed/formed 
4. Define the powers of committees 
5. Define frequency of meetings   
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Article 8 – Records and Reports 
1. Define which records will be kept permanently and where 
2. Develop a record book for all members and their information 
3. Set regulations to safeguard and/or replace sensitive documents 

 
Article 9 – Fiscal Year, Contracts, Checks, Deposits, Funds 

1. Define the fiscal year begin and end 
2. Define execution of contracts – who can sign them? 
3. Define Check process – who can write them, how are they approved 
4. Define Deposit Process – when, where and whom will deposit checks 
5. Define process for authorizing and handling funds, cash, and bank 

account information 
 
Article 10 – Procedure for Consideration of Proposals 

1. Develop a form to fill out for proposals submission 
2. Discuss about it in the next meeting 
3. Determine if it needs attention by voting 
4. Take action according to the vote 

 
Article 11 – Boundaries 

1. Describe the association’s commitment to include all people who live, 
own property, or run a business within the boundaries you have set 

a. North Boundary 
b. South Boundary 
c. East Boundary 
d. West Boundary 

 
Article 12 – Changes to Bylaws 

1. Review process 

2. Modification process 

3. How will changes be communicated 

 
 

** See page 75 for sample Bylaws* 
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Board of Directors 

A successful Neighborhood Association starts with a dedicated and enthusiastic 
Board of Directors. Discuss with each other the duties and titles of the Board of 
Directors. Common positions include:  
 
Chairperson/President 

 Exhibits leadership qualities to association members 

 Oversees the schedule of meetings and activities 

 Coordinates the activities of officers, leaders and committees 

 Appoints committees as needed; the chairperson is an ex-officio member 
of all committees, except the nominating committee 

 Arranges the regular meeting per the scheduled meeting times and place 

 Develops a meeting agenda 

 Arrives before the meeting to prepare. 
 
Vice Chairperson/President 

 Assists the Chairperson/President in all duties 

 Performs Chairperson/President duties in the absence of the Chairperson 

 Arrives  before the meeting to prepare with the Chairperson; 

 Introduces new members and guests at meetings. 
 
Secretary 

 Keeps complete and accurate notes of all meetings 

 Reads letters or any other correspondence to the group 

 Writes letters for the association to the public 

 Contacts frequently absent members and extends an invitation for them to 
attend the next meeting. 

 
Treasurer / Accountant 

 Keeps accurate records, receipts and expenditures of all transactions 

 Plans a budget and presents to the association for approval 

 Pays bills and fees as approved by the association 

 Gives a financial report for the year and presents it to the association; 

 Provides written financial reports for the secretary to include with the 
minutes. 

 
Bookkeeper 

 Similar to Treasurer but handles documents for the association 

 Signs any legal documents and maintains accurate inventory 
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Accounting and Bookkeeping 

 

All Neighborhood Associations encounter a sum of money for one reason 
or another. A management system needs to be in place for dealing with 
any funds handled by the association. The best thing to do is to open a 
bank account for the association. 
 
With so many different types of accounts available, how do you know what 

kind of account to set up? Research should be dedicated to finding out the 

benefits of certain types of accounts and a decision can be made on an 

account that will be most beneficial for the group. Check with several banks 

to get the best deal for the group; whether you are a corporation or just a 

designated account holder for the group. If you are a corporation with a 

have nonprofit status, you may be eligible to receive free or reduced fee 

banking privileges at some banks. This includes low or no interest accounts, 

loans, tax exemptions and financial advice. 

 
Consider these questions when determining the type of bank account 
needed for your Neighborhood Association: 
 

1. How often will you withdraw money? 
2. The amount of money your association has to deposit.  
3. Do you have sufficient funds to keep a minimum balance in your 

account or pay service fees, if any? 
4. Do the bank’s procedures meet your needs or hinder them? 

 
Even though many organizations do not have large amounts of money, it is 
important to keep track of the money that goes in or goes out from your 
organization. It is a good idea to have a professional accountant or 
bookkeeper help you set up a record system from the start. The Treasurer 
can then take over the bookkeeping responsibilities. The sooner the system 
is set up, the easier it is to keep accurate financial records. 
 
Invest in a filing cabinet or an available office space that the treasurer and 
bookkeeper can utilize. Ideally, the treasurer and bookkeeper should work 
together; as many transactions have documents along with them and vice 
versa. This is especially true if you consider filing for non-profit status. 
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Quick Tip: Remember 

that members have other 

commitments. They will 

be more likely to attend 

meetings if they are 

productive, predictable, 

and as short as possible. 

How to Hold Public Meetings 

Meetings are an essential part of any Neighborhood Association. They 

allow information to be exchanged quickly and clearly to all active 

members of the organization. As new events, ideas and questions arise, 

they can be addressed in great detail during a discussion. Simple updates 

or newsletters can be sent via mail, email or flyer; however, major changes 

and events should be made clear at a meeting. Meetings are the place 

where your neighbors are able to speak up or ask questions about the 

neighborhood, but this is also a place to bring the community together.  

Here are a few tips for meetings: 

1. Set meetings at convenient times in a centralized place that is easy 

for your members to attend. Try to set a time that works for the 

majority of the neighbors and allow parents to schedule child-care 

needs.  

2. Create an agenda that outlines the meeting to help you stay on 

task. It should list all issues and include a time limit for each one. 

3. If your community is multilingual, you might want to find a skilled 

translator and provide a meeting script in the needed languages. 

People will be more likely to attend if the meeting 

is brief, useful and easy to get to. They should last 

no more than one hour but no less than 30 

minutes. If a meeting is too long attendees will 

lose focus. But if it is too short all issues may not 

be addressed. Once your meeting place and time 

are set, arrive early with volunteers to place the 

necessary tables and chairs. Prepare all handouts 

near the entrance and create a sign-in sheet (see page 81). By using a sign-

in sheet you will be able to contact more members personally and get an 

idea of who attends each meeting and why. Some people may not be 

comfortable asking questions in the audience of their peers, so provide a 

“Questions and Comments” box near the entrance; separate from the main 
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table. Nobody likes to be uncomfortable during a meeting. Consider 

providing snacks, water, access to a restroom and asking your members to 

silence their phones during the meeting. 

 The flow of each meeting is important but can vary based on the topics 

being presented. By creating an outline for each meeting, topics will be met 

with precision and resolved in a timely manner.  

      An example of the typical order of a meeting: 

1. The President of the association should call the meeting to order 

by introducing him or herself and allowing other leaders to do the 

same. This President can also act as mediator during discussions. 

(1-5 minutes) 

2. The President should read aloud the motto, main goal, or core 

values that you identify as part of your community. (1-2 minutes) 

3. If a discussion was cut short during the previous meeting, it should 

be brought up first and completed before another topic is 

addressed. (No more than 5 minutes) 

4. Announcements from the President, leaders, committee leaders, 

non-profit organizations, local businesses, city officials, or 

members should be made during this time. Ideally an 

announcement should be brought to the attention of whoever is 

coordinating the meeting before it starts. (10-15 minutes) 

5. If your organization has committees, each leader should be 

prepared to report any updates on the progress of their main 

projects. This report shouldn’t last any longer than 2-5 minutes per 

committee. If more information is needed about a committee’s 

project, speak with them if time is available during open 

discussion or after the meeting. (10-20 minutes) 

6. New topics introduced, either from leaders or members; and the 

floor opens for discussion. (5-10 minutes per topic) 

7. Adjournment should always occur as close to the scheduled time 

as possible. However, if a discussion is in progress it should not be 

rushed.  
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8. Take note of who was speaking and the topic so it can resume at 

the beginning of the next meeting. Notify every one of the next 

meeting time and place even if it does not change, thank the 

members for attending, and end the meeting. 

 
**See page 72 and 74 for example forms for the first meeting** 

 

Celebrate Your Success! 

Once the work is done don’t forget to praise your members and staff that 

made it happen. Arrange a community barbeque, or public outing to 

commend the good work. Speak with the core group or the members 

themselves about what ideas they think would be fun to do for celebration. 

If an accomplishment is particularly influential, consider having a plaque or 

medal engraved to show your appreciation. Doing any of these things will 

boost morale and bring the members closer together. 

 

 

Earth Day 2014 celebrated in Downtown Sacramento  


