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Advising Our Advisors 
KISS Your CAC Representative
by Major Curt LaFond, CAP - NH Wing 
Hawk Cadet Squadron, New Hampshire Wing

The Cadet Advisory Council is an excellent forum for leadership growth and for generating new Cadet Program ideas. This article advises CAC chairmen, representatives and their senior advisors to take a modest, simple approach toward CAC, but maintain (or refocus) its standing as a bona fide advisory body. 

WORK BENCHES AND HAM-RADIOS

I have a poor conception of carpentry and ham radios as hobbies, but that poor conception is useful here. It seems to me that many wood-working enthusiasts are always busy building a jig to make a finished product which is usually a work bench. I can readily find a carpenter making tools to help in future wood-working, but I am never able to find a carpenter making a finished product. 

Likewise, when I listen to HAM traffic, I hear hams talking to one another about installing a new antenna, or re-programming frequencies, etc. Like carpenters, hams are busy adjusting their equipment, but- if ever they finally get their radios property assembled, I have no idea what they would talk about. ("Hey Mary, come on over, I finally fixed my antennas so now I'm going to build a bench to store my radios?") 

Most CAC's begin with a gung-ho, optimistic group of cadets eager to make professionalism the hallmark of CAC. Of course this is a noble goal, but I have found councils too often worry about writing a CAC handbook, establishing a complex parliamentary procedure, or designing a fancy web page. For me, watching some councils at work is like watching a carpenter or listening to ham traffic. 

Unfortunately, although web pages and handbooks have merit, they distract the CAC from its real mission: advising, as the council focuses on internal processes instead of its product. Ironically, but not unexpectedly, most councils are unable to complete their matrix of internal procedures and systems so even future councils are unable to benefit from a predecessor's efforts to clean house and set right an internal framework for CAC deliberations. 

K. I. S. S. KEEP IT SIMPLE, STUPID!

That acronym is cliche' but the message is appropriate. I would suggest CAC's follow a few simple principles rather than attempt to publish a catalog of internal procedures. 

Voting. One primary representative should clearly define the question the council is to vote on. Example: "I move we approve Cadet Smith's idea and that he write a letter on our behalf asking the wing commander to provide an hour in a Cessna to reward the cadet who scores highest on PFT at Cadet Competition." 

Speaking. The chairman controls the "floor" during discussions. Cadets should raise their hands, then speak when called on by the chair. Ranking cadets should encourage quiet members to speak ("C/Mr. Tones, do you agree with what has been said?") If the council is overly reluctant to speak, begin the next meeting with refreshments to put the representatives at ease. 

Staying on Target. Guiding a discussion requires the chair to focus on the discussion, not what he would like to say about the issue at hand. Similarly, the chairman and senior advisor should help the council steer clear of tangent discussions, and as the discussion winds down, ensure there is a specific resolution (even if it means tabling the topic till next time). 

The Schedule. Begin on time and end on time. 

ADVISING IS THEIR MIDDLE NAME


The purpose of the CAC is to provide opportunities for cadets to "gain leadership experience at a higher organizational level" and "aid the wing and region commanders and their deputies for cadets in monitoring and implementing the cadet - program, and make recommendations to the senior staffs and cadet staffs for the improvement of the cadet program." (CAPM 5 0-16, 7- 1) 

As an advisory body, CAC's should focus on advising, critiquing, and reviewing matters which affect the Cadet Program. In some wings, CAC's are involved in planning and running cadet activities, or simply report what their respective squadrons have been doing lately, but those roles seem contrary to its mission as an advisory body. 

Some CAC's have identified problems and advised their commanders to pursue National Board or NEC action which resulted in significant benefits to the program. Although CAC's possess no format authority, a good council will muster its leadership abilities to speak clearly, convincingly and in unison as it helps affect positive change in the Cadet Program . Some noteworthy examples : 

Replacing the cadet achievement ribbons having "cartoons" with today's plain, more professional looking ribbons. 

Recognizing cadet first sergeants with a diamond shaped insignia. 

Transitioning from hard to find olive drab fatigues to today's Battle Dress Utility uniform, at a time when jeans and a t-shirt was proposed as a cadet uniform. 

Establishing the National Color Guard Competition 

WHY CAC's FAIL

Reading CAC minutes from across the nation, it is apparent that many CAC's do little advisory work. Some minutes read like a date book of who is doing what and when. Listed below are a few reasons why CAC's miss the mark: 

Some cadets do not fully accept their responsibility as a CAC representative. Unit commanders do not re-enforce these responsibilities. 

Meeting monthly (at best) or quarterly, it is easy for cadets to procrastinate about performing assigned duties. 

With infrequent meetings, as personal schedule conflicts arise, CAC can be left without a quorum. 

The distance required to travel to meetings prevents some from attending. Unit commanders do not or can not support the cadet with transportation. 

Cadets are not motivated to attend because they do not anticipate any meaningful accomplishments (ref: work bench analogy). 

Minutes and agendas are not distributed in advance, or at all for cadets to arrive fully prepared for the meeting. 

AN ANSWER FOR EVERYTHING

While some CAC's become enamoured by creating complex internal procedures, other CAC's recognize their role as an advisory body perhaps too well. These CAC's are excited to list a series of topics they will discuss and "solve" for the corporation, and their first few meetings is a hopeless attempt to radically alter the AF uniform, lobby Congress for an academy appointment for every Spaatz, and rewrite the cadet aerospace textbook. 

There must be an alternative to becoming procedure focused or trying to tackle 56 years worth of Cadet Program problems at once. The key is to attempt to affect change on one to three modest issues. Perhaps a CAC's first meeting should proceed along these lines: 

1. Schedule all future meetings. Agree to meet at least bi-monthly if logistically feasible. Consider scheduling meetings to coincide with other cadet activities or Commander's Call to ease the transportation burden. If all members have Internet access, consider using a chat page for a work group meeting. Senior advisors can also approach their liaison officer about Air Force support for a conference call. 

2. Elect chairman, vice chairman, and recorder. Submit CAPF 2a appointing a primary and alternate to the next echelon CAC. 

3. Ask the old council to brief the new council on their accomplishments and unresolved issues. If a joint meeting is not feasible, the outgoing chair should give the senior advisor a memo addressed to his successor. 

4. The senior advisor communicates clear expectations and specific responsibilities for each CAC officer, as well as for primary and alternate representatives in general (see Core Values below). Cadets concur and accept their responsibilities as CAC representatives. 

5. The chairman leads a group discussion to brainstorm Cadet Program problems at their respective echelon. The first list can contain twenty or more potential items. Use multi-voting to narrow the list in half, then in half again until there is no more than 3 or 4 topics on the list. 

6. Next prioritize and agree to work on each- topic one by one, to help ensure at least one problem / opportunity can be resolved by the end of the term. 

7. Last, create a one page roster of names, addresses, phone numbers, email, etc. Photo-copy or reproduce on a laptop computer and portable printer if possible for representatives to receive before they leave that day. Likewise, publish the minutes and the next meeting's agenda that same day if possible. 

APPLYING CORE VALUES

Part of the Core Values initiative asks the folks in the field to show their people how the Core Values are applicable in their unit. This is known as the "schoolhouse weave," and is designed to better integrate the Core Values with routine CAP business, lest they become mere ideas written in a booklet used at some forgettable seminar months ago. 

If, as argued above, CAC's are prone to failure due to irresponsible representatives, or by poor morale and cynicism about CAC's ability to achieve, the schoolhouse weave offers a chance to change those attitudes. 

Senior advisors and chairmen should begin the term by reviewing the Core Values and discussing how they are relevant to the CAC. Here are some talking points: 

Integrity First 

Accepting the responsibility which accompanies membership on the CAC: attend meetings, report back to your unit, following through on all assigned tasks and duties. 

Communicating to the appropriate people (chairman, senior CAC advisor, unit commander) when you are stalled or uncertain what to do. 

Service Above Self 

Representing the views and needs of the Cadet Corps, not using the CAC for personal gain. 

Maximizing your brief tenure on CAC by seizing all opportunities to enhance the Cadet Program, especially for future cadets. 

Excellence In All We Do 

Using the CAC as a vehicle for personal leadership growth, especially in communication and problem solving skills. 

Producing the highest quality product possible well reasoned, persuasive and professional recommendations to the commander 

Accepting your role as a leader in the wing by displaying exemplary conduct in and out of uniform. 

THE CLOCK IS TICKING

By regulation, CAC's have only one year to operate before it loses most of its members to the term limit rule (CAPM 52-16), and new members are appointed who will be starting from scratch. It is my hope that today's CAC's proceed simply and modestly as they advise their commanders of opportunities for positive change one topic at a time. 

Standard Operating Procedure’s

Missouri Wing Cadet Advisory Council

Purpose of CAC

The Cadet Advisory Council, hereafter referred to as CAC, is a democratic body set up to allow the cadet corps a voice in how the wing runs Cadet Programs.   The CAC is composed of one primary and one alternate from each squadron in the wing as well as an executive committee that governs the body.

CAC Members

Executive Committee


The Executive Committee is the elected head of CAC.   The committee is comprised of: a Chairperson, Vice Chairperson, and Recorder.
Chairperson


The Chairperson is the overall group leader, ensuring the direction of the council follows the rules of order dictated in this SOP.   The Chairperson may petition the council with proposals, call a recess, appoint a project officer, and create a sub-committee to review a proposal.   The Chairperson may not vote unless it is to break a tie, petition the council to vote on proposals, nor may he/she petition to close the meeting.   The Chairperson serves as the Region CAC representative.
Vice Chairperson

The Vice Chairperson serves as the Chairperson, if absent.  He/she also aids the Chairperson in following the guidelines set forth by this SOP.  The Vice Chairperson votes on behalf of the Executive Committee on all proposals, petitions and elections.  The Vice Chairperson is also the alternate Region CAC representative.

Recorder

The Recorder serves as the official record keeper for the council.  The recorder is responsible for recording: the units present, proposals brought before the council and compiling and announcing the minutes of the last meeting.  

Representatives
Primary Representative

The primary representatives are responsible with informing squadron members of the purpose of CAC and for allotting time in squadron meetings for cadets to bring forth ideas for the primary to report back to the council.  When given an idea for a proposal, the primary must write a written proposal to bring before the council.  Primary Representatives are appointed by their respective Squadron Commanders using CAP Form 2a.

Alternate Representative

The Alternate rep.  is responsible for aiding the primary rep.  with informing squadron members of CAC and for acquiring  proposals from cadets.  The alternate must also aid the primary with writing a formal proposal for presentation to the council. When the Primary is unable to attend the CAC meeting, the Alternate will serve in that position. Representatives are appointed by their respective Squadron Commanders using CAP Form 2a.

Proxy

A proxy is appointed for a squadron when neither the Primary nor the Alternate attends the CAC meeting.  The proxy will be the highest ranking cadet from the squadron and will fill in for the Primary for that meeting only.  Proxy’s have no voting rights, but may petition the council.  The Primary and Alternate are responsible for informing the Proxy of all necessary topics to be addressed from that squadron.  Also, the Primary must supply the continuity binder to the Proxy with a valid copy of the SOP.

Executive Committee Appointment

Elections for the executive committee will occur at the council meeting in June/July.   The executive committee will serve for a term of one year.  Nominations for committee members are taken from the primary representatives in attendance.  Only the primary representatives and the current executive committee may be nominated.   Executive committee members may not run for a consecutive term in the same position, but may run for other positions.  After nominations are collected, a secret ballot vote will be conducted.  Only primary representatives may vote for executive committee elections.  After the votes are collected, the chairperson will announce the winners.  A recess will be called, and the new executive committee will take on their positions.  

SUB COMMITTEES

A sub committee is composed of at least five members of the council.   Whenever possible, each group will be represented on the sub committee.  The goal of a sub committee is to compose proposals in a logical format for petition to the council for approval from the Office of Cadet Programs and the Wing Commander.   Sub committees may also be tasked by the Office of Cadet Programs to conduct various assigned tasks.

PROJECT OFFICER

A project officer is tasked with setting up activities at the discretion of the Executive Committee. The project officer of an activity is authorized to ask for help from other council members as well as the Director of Cadet Programs. The project officer should have a detailed report of how the activity is progressing for each CAC meeting, including what is needed, what has happened so far, and what the plans are for the future. The project officer must be co-sponsored by a senior member.  The cadet project officer is responsible locating a senior member sponsor. 

PETITIONING AND ADDRESSING THE COUNCIL

Any council member may petition the council with proposals and concerns.   Representatives are allowed five minutes to address proposals and give supporting documentation for review by the council.   This time limit must be strictly adhered to.

Council members may debate proposals.   Each member is allowed three minutes to debate and may speak in favor of or against an issue.

Proposals that are accepted by the council for review but are lacking in documented support must be sent to a sub committee.   

The senior member representative assigned by the office of Cadet Programs may interject the council at any time in order to keep the council in focus and maintain order.

Any senior or cadet member not assigned to the council must schedule an appointment with the executive committee prior to appearing before the council, with the exception of the Wing Commander and Director of Cadet Programs.

VOTING PROCEDURES

It is the duty of the council members to vote.   Most issues addressed to the council for approval must receive a majority of the vote to pass.   In the case of a tie, the chairperson must cast a vote to resolve the issue.

Voting Rights of the Executive committee 

The outcome of any motion requiring a majority vote will be determined by the chair's action in cases in which, without his/her vote, there is either a tie vote or one more vote in the affirmative than in the negative.  Because a majority of affirmative votes is necessary to adopt a motion, a tie vote rejects the motion.  If there is a tie without the chair's vote, the chair can vote in the affirmative, thereby creating a majority for the motion.  If the executive committee abstains from voting in such a case, however, the motion is lost (because it did not receive a majority).  If there is one more affirmative vote than negative votes without the executive committee ‘s vote, the motion is adopted if the chair abstains.  If the executive committee votes in the negative, however, the result is a tie and the motion is therefore lost.  In short, the executive committee can vote either to break or to cause a tie; or, when a two-thirds vote is required, can vote either to cause or to block the attainment of the necessary two-thirds.  For issues recommending the removal of council members, the council must have 75% attendance of the council present.   The vote must then result in a 75% vote for the recommendation before review by the Office of Cadet Programs.  Voting may be conducted by secret ballot or open vote.   Secret ballot votes will be conducted by the chairperson and counted by the cadet programs representative present.  Open ballot will be conducted as a show of hands.   This forum will also be conducted by the chairperson with the votes being counted and recorded by the council recorder.

All votes and proposals are subject to review and approval by the Director of Cadet Programs, and the Wing Commander.   

Rules of Order

All CAC meetings will be conducted using Roberts Rules of Order.  An abbreviated version is included in each continuity book.

Robert’s Rules of Order Made Simple

Points
The following three points are always in order: 
1.  Point of Order: a question about process, or objection and suggestion of alternative process. May include a request for the facilitator to rule on process. 

2.  Point of Information: a request for information on a specific question, either about process or about the content of a motion. 

3.  Point of Personal Privilege: a comment addressing a personal need - a direct response to a comment defaming one's character, a plea to open the windows, etc. 

Motions
All motions must be seconded, and are adopted by a majority vote unless otherwise noted. All motions may be debated unless otherwise noted. Motions are in order of precedence: motions may be made only if no motion of equal or higher precedence is on the floor (i.e., don't do a number 5 (move to end debate) when the body is discussing a number 4 (move to suspend rules). 

1. Motion to Adjourn: not debatable; goes to immediate majority vote. 
2. Motion to Recess: not debatable. May be for a specific time. 
3. Motion to Appeal the Facilitator's Decision: Not debatable; goes to immediate vote. Allows the body to overrule a decision made by the chair. 
4. Motion to Suspend the Rules: suspends formal process for dealing with a specific question. Debatable; requires 2/3 vote. 
5. Motion to End Debate and Vote or Call the Question: applies only to the motion on the floor. Not debatable; requires 2/3 vote. 
6. Motion to Extend Debate: can be general, or for a specific time or number of speakers. Not debatable. 
7. Motion to Refer to Committee: applies only to the main motion. Refers question to a specific group with a specific time and charge
8. Motion to Divide the Question: breaks the motion on the floor into two parts, in manner suggested by mover. 
9. Motion to Amend: must be voted for by a majority to be considered and by a 2/3 to be passed. If amendment is accepted as "friendly" by the proposer of the amendment then many bodies will allow it to be accepted without a formal vote; this is a way of including a consensus-building process into procedure without endless debate over amendments to amendments. Strictly speaking, however, once the main motion is made it is the property of the body to amend. 
10. Main Motion: what it is you're debating and amending. 

Other Meeting Guidelines:
1. When a topic is first introduced or a main motion is made, allow all questions for information purposes to be asked before opening to debate. 
2. Discourage the repetition of arguments. Attempt to call on people who have not yet spoken before those who have already spoken. Discourage dialogues that start up between two individuals in debate. 

Glossary:
Amend 

An amendment is a motion to change, to add words to, or to omit words from, an original motion. The change is usually to clarify or improve the wording of the original motion and must, of course, be germane to that motion. 

An amendment cannot interrupt another speaker, must be seconded, is debatable if the motion to be amended is debatable, may itself be amended by an amendment to the amendment, can be reconsidered, and requires a majority vote, even if the motion to be amended requires a two-thirds vote to be adopted. 

The chair should allow full discussion of the amendment (being careful to restrict debate to the amendment, not the original motion) and should then have a vote taken on the amendment only, making sure the members know they are voting on the amendment, but not on the original motion. 

If the amendment is defeated, another amendment may be proposed, or discussion will proceed on the original motion. 

If the amendment carries, the meeting does not necessarily vote immediately on the "motion as amended." Because the discussion of the principle of the original motion was not permitted during debate on the amendment, there may be members who want to speak now on the issue raised in the original motion. 

Other amendments may also be proposed, provided that they do not alter or nullify the amendments already passed. Finally, the meeting will vote on the "motion as amended" or, if all amendments are defeated, on the original motion. 

An amendment to an amendment is a motion to change, to add words to, or omit words from, the first amendment. The rules for an amendment (above) apply here, except that the amendment to an amendment is not itself amendable and that it takes precedence over the first amendment. 

Debate proceeds and a vote is taken on the amendment to the amendment, then on the first amendment, and finally on the original motion ("as amended," if the amendment has been carried). Only one amendment to an amendment is permissible. 

Sometimes a main motion is worded poorly, and several amendments may be presented to improve the wording. In such cases it is sometimes better to have a substitute motion rather than to try to solve the wording problem with amendments. 

An individual (or a group of two or three) can be asked to prepare a substitute wording for the original motion. If there is unanimous agreement, the meeting can agree to the withdrawal of the original motion (together with any amendments passed or pending) and the substitution of the new motion for debate. 

Point of Order

This motion permits a member to draw the chair's attention to what he/she believes to be an error in procedure or a lack of decorum in debate. The member will rise and say: "I rise to a point of order," or simply "Point of order." The chair should recognize the member, who will then state the point of order. The effect is to require the chair to make an immediate ruling on the question involved. The chair will usually give his/her reasons for making the ruling. If the ruling is thought to be wrong, the chair can be challenged.

A point of order can interrupt another speaker, does not require a seconder, is not debatable, is not amendable, and cannot be reconsidered. 

Requests and Inquiries

a. Parliamentary Inquiry. A request for the chair's opinion (not a ruling) on a matter of parliamentary procedure as it relates to the business at hand. 

b. Point of Information. A question about facts affecting the business at hand-directed to the chair or, through the chair, to a member. 

c. Request for Permission to Withdraw or Modify a Motion. Although Robert's Rules of Order specify that until a motion has been accepted by the chair it is the property of the mover, who can withdraw it or modify it as he/she chooses, a common practice is that once the agenda has been adopted, the items on it become the property of the meeting. A person may not, therefore, withdraw a motion unilaterally; he or she may do so only with the consent of the meeting, which has adopted an agenda indicating that the motion is to be debated. 

Similarly, a person cannot, without the consent of the meeting, change the wording of any motion that has been given ahead of time to those attending the meeting-for example, distributed in printed form in advance, printed on the agenda, a motion of which notice has been given at a previous meeting, etc. 

The usual way in which consent of a meeting to withdraw a motion is obtained is for the mover to ask the consent of the meeting to withdraw (or change the wording). If no one objects, the chairperson announces that there being no objections, that the motion is withdrawn or that the modified wording is the motion to be debated. 

If anyone objects, the chair can put a motion permitting the member to withdraw (or modify) or any two members may move and second that permission be granted. A majority vote decides the question of modifying a motion--similar to amending the motion. A two-thirds majority is needed for permission to withdraw a motion, as this has the effect of amending the agenda. 

d. Request to Read Papers. 

e. Request to be Excused from a Duty. 

f. Request for Any Other Privilege. 

The first two types of inquiry are responded to by the chair, or by a member at the direction of the chair; the other requests can be granted only by the meeting. 

Motions Related to Methods of Voting

A member can move that a vote be taken by roll call, by ballot or that the standing vote be counted if a division of the meeting appears to be inconclusive and the chair neglects to order a count. Such motions may not interrupt another speaker, must be seconded, are not debatable, are amendable, can be reconsidered, and require majority votes. (Note: By-laws may specify a secret ballot for such votes as the election of officers.) 

Quorum of Members

Before a meeting can conduct business it requires a quorum--the minimum number of members who must be present at the meeting before business can be legally transacted. The requirement of a quorum is a protection against unrepresentative action in the name of the association by an unduly small number of people. 

Postpone Indefinitely 

Despite its name, this motion is not one to postpone, but one to suppress or kill a pending main motion. 

If an embarrassing main motion is brought before a meeting, a member can propose to dispose of the question (without bringing it to a direct vote) by moving to postpone indefinitely. Such a motion can be made at any time except when a speaker has the floor. If passed, the motion kills the matter under consideration. It requires a seconder, may be debated (including debate on the main motion), cannot be amended, can be reconsidered only if the motion is passed, and requires a majority vote. 

Refer 

When it is obvious that a meeting does not have enough information to make a wise decision, or when it seems advisable to have a small group work out details that would take too much time in a large meeting, a member may move: "That the question be referred to the ______ committee" (or "to a committee"--not named). 

A motion to refer cannot interrupt another speaker, must be seconded, is debatable only as to the propriety or advisability of referral, can be amended, can be reconsidered if the group to which the question has been referred has not begun work on the matter, and requires a majority vote. 

If a motion to refer is passed, the committee to which the matter is referred should report on the question at a subsequent meeting. Sometimes the motion to refer will state the time at which a report will be required. 

Table (Lay on the Table)

Sometimes a meeting wants to lay a main motion aside temporarily without setting a time for resuming its consideration but with the provision that the motion can be taken up again whenever the majority so decides. This is accomplished by a motion to table or to lay on the table. 

The motion has the effect of delaying action on a main motion. If a subsequent meeting does not lift the question from the table, the effect of the motion to table is to prevent action from being taken on the main motion. Indeed, rather than either pass or defeat a motion, a meeting will sometimes choose to "bury" it by tabling. 

Adjourn

A member can propose to close the meeting entirely by moving to adjourn. This motion can be made and the meeting can adjourn even while business is pending, providing that the time for the next meeting is established by a rule of the association or has been set by the meeting. In such a case, unfinished business is carried over to the next meeting. 

A motion to adjourn may not interrupt another speaker, must be seconded, is not debatable, is not amendable, cannot be reconsidered, and requires a majority vote. 

Recess

A member can propose a short intermission in a meeting, even while business is pending, by moving to recess for a specified length of time. 

A motion to take a recess may not interrupt another speaker, must be seconded, is not debatable, can be amended (for example, to change the length of the recess), cannot be reconsidered, and requires a majority vote. 

QUICK REFERENCE CHECKLIST

Rules of Order
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