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Introduction

Congratulations, you have been selected for a most exciting and rewarding
experience: The opportunity to lead your Shrine Temple into the future. As a part of the
leadership of your temple you have also become a part of the leadership of the Shrine of
North America and Shriners Hospitals for Children. The strength and success of any
organization is dependent upon the strength and success of the individual parts of the
organization. Thus the strength and success of The Shrine and Shriners Hospitals for
Children is dependent on the strength and success of the individual Shrine Temples
throughout North America. I, and those who have assisted in the preparation of this
handbook, have been privileged to have this experience. We have invested our time in
this effort because we are committed to doing everything possible to ensure the future of
the Shrine and Shriners Hospitals for Children.

As you are aware there are 191 Shrine Temples, varying in size from a few
hundred members to several thousand members. There are, therefore, 191 different sets
of issues and priorities facing the leadership of the individual temples. Reading this
handbook will not guarantee your success or provide some magic answer to all of the
issues and challenges you will soon experience. It is impractical, if not impossible, to
specifically address individual temple issues in this handbook, but if you spend the time
to study and follow the suggestions included here we believe they will assist you in your
effort to meet the challenges facing your temple, the Shrine of North America and
Shriners Hospitals for Children.

One of the most basic differences between the individual Shrine Temples, other
than temple size, is the differing levels of experience of the individuals in temple
leadership positions. Some of you bring to your Shrine position a depth of leadership
experience from your employment and/or your involvement with other organizations. For
others this will be the first time that you have been in the position of being responsible
for providing the leadership necessary for an organization’s success. Those of you who
have previously held a leadership position may find some of what is presented here to be
rather basic; regardless of your past experience, you will find valuable information about

your Shrine responsibilities and the structure and operation of the Shrine of North



America and Shriners Hospitals for Children. For those of you embarking on your first
leadership experience, the material presented here is intended to provide you with a basic
understanding of your “Leadership Responsibilities,” and to assist you in becoming an
effective “Shrine Leader.”

Throughout this handbook there are references to the Bylaws of The Imperial
Council of the Ancient Arabic Order of The Nobles of The Mystic Shrine for North
America (The Imperial Bylaws), and the Bylaws of Shriners Hospitals for Children. If
you have not previously read these documents it is strongly recommended that you do so
before proceeding with your reading of this handbook. In your future reading of this
handbook you will also find references to such publications as Roberts Rules Of Order,
The Imperial Potentates’ General Order No. 1, and the B.A.T.S. Manual. It will be
helpful if you have these publications available as you proceed with your reading.

Again, congratulations on being selected for a Shrine leadership position. The
challenges before you are significant and the responsibility you have assumed is not to be
taken lightly. Being a “LEADER” requires desire, dedication, self-sacrifice, and above
all the commitment to do whatever is necessary for the success of the organization you

lead. Our best wishes for your success.



CHAPTER I

How Did You Get Here and What Do You Do Now?

The questions are “how and why” were you selected to become the Oriental
Guide of your Shrine Temple and what must you do now?

Speaking first to “how and why” you got here, the basic answer to how you
became Oriental Guide is simple: you were elected to this position by your Nobility. The
answer to why you were selected will be different for many of you as there is no one
method, or rule, for selecting an individual to become an elected officer of his temple.

Some of you have served anywhere from two to five years in an appointed Divan
position, and your election as Oriental Guide is considered the next step in your Temple
Divan Line. In this case, you were appointed to your first Divan office by the then sitting
Potentate, but this does not answer the question of why you were appointed. In some
cases you were selected because you belong to a particular unit or club and it is tradition
that the newly elected Potentate appoint from his unit or club. Some of you, prior to your
original appointment, were recommended by your unit or club as one who should be
considered for such appointment. Others of you went through an interview process
before a group of temple leaders who in turn recommended you for your initial
appointment. In still other cases you may simply have been a long-standing business
associate, friend, or relative of the Potentate who appointed you. He simply chose to
reward you with the appointment to your Temple Divan. For those of you in this group,
the basic challenge is to justify your original selection to the appointed Divan and prove
that you are capable of providing the leadership necessary to move your temple, the
Shrine of North America and Shriners Hospitals for Children forward to greater success.

Others of you were elected in an open and contested temple election. In this case
you offered yourself as a candidate for election as Oriental Guide and a majority of your
Nobility voted for you. Some of you may have been recommended by a leadership
search committee, while others were elected strictly upon your popularity with the
Nobility, or in recognition of your past contributions to your temple. For those of you in
this group, the challenge is to justify the faith that your fellow nobles have placed in you

by electing you to a Shrine leadership position.



Still others of you, and while we know there are a few we hope this is a very
small number, were elected Oriental Guide because no one else would accept the position
and you finally agreed to serve. For those of you in this group, the first challenge, and
the most immediate need before you, is to motivate yourself to fulfill the responsibilities
you have agreed to accept. A second, and equally difficult, challenge is to prove to your
Nobility that you are up to the task, even though you were elected by default you are
capable of providing the leadership needed for your temple to succeed.

The next question is “what do you do now?” Regardless of why you were elected
to the position of Oriental Guide, the challenge before each of you is the same. You must
now become the “Shrine Leader” needed to lead your temple into the future, and thus
contribute to the continued success of the Shrine of North America and Shriners
Hospitals for Children.

As you seek to become that “Shrine Leader” there are several things you need to
remember. First, no one has the right to believe “that he is entitled” to be selected for a
leadership position. Leadership is not a privilege, it is a responsibility. It is true that by
performance an individual can earn the opportunity to be considered for a leadership
position, but no one should expect to be selected to leadership just because he has held
certain positions, or because he knows certain people, within an organization. Second,
now that you are in a Shrine leadership position, you are a leader of your entire temple.
Your actions and decisions must now be those that are in the best interest of your entire
Nobility and allegiances to a given unit or club must not be allowed to unduly influence
your actions or your decisions. Third, to be a successful “Shrine Leader” you must earn
the respect and support of your Nobility. It is true that you have just been elected to your
first temple office and you are somewhat justified in believing in your popularity, but
popularity alone will not make you an effective leader. You must dedicate yourself to
improving your leadership ability, you must show the concern necessary to identify the
feelings and needs of your Nobility, and the needs of your temple, and you must commit
yourself to always doing what is in the best interest of your temple, the Shrine of North
America and Shriners Hospitals for Children. Fourth, you must demonstrate your

dedication, your concern and your commitment even when doing so may not be in your



own personal best interest or liking. It is only by making the self-sacrifice needed to

fulfill your responsibilities that you will become the “Shrine Leader” you need to be.



CHAPTERII

Understanding Your Role In The Early Years

Your Official Status

As Oriental Guide you are one of the seven elected officers of your temple and as
such you are a member of your Temple’s Official Divan and your Temple Board of
Directors. (Imperial Bylaws: Section 325.2 and Section 327.8) At the meetings of the
board you have the same rights and privileges as any other member of the board,
including the right to make motions, speak on issues before the board, and vote on board
decisions. With this being said, you are still the “new kid on the block™ and in the
Shrine, like many other organizations, the old adage “rank has its privileges” is alive and
well. In fact one of the more disturbing observations is that in some temples the more
Jjunior members of the board are more or less “expected” to follow the lead of the senior
members and “not rock the boat.” Those of you who have served in an appointed Divan
position may well have been told, “you are to be seen and not heard.” As an elected
officer and board member you cannot be denied the right to be heard, but what you say
may “fall on deaf ears.” Hopefully this will not be the case in your temple and you will

be accepted as a full participating member of the “Temple Leadership Team.”

Being A Part Of “The Leadership Team”

Regardless of how you are accepted within your board of directors, and by your
senior Divan Members, there are sure to be times when you will disagree with a decision
and/or action of the board and/or the Potentate. You have every right and, in fact if you
are to fulfill your responsibility to your Nobility, the obligation to express your
disagreement with the other members of the board within the confines of your board
meetings and/or in personal and private conversations with individual board members,
including the Potentate. But, you are now a part of the “Temple Leadership Team™ and
for the “Team” to succeed it must speak with a united voice before the Nobility. You can

express your displeasure and disagreement within a board meeting and to individual



members of the board, but when you have had your say and you have not prevailed, you
must support the decision(s) and/or action(s) of the board with the Nobility. To do
otherwise will show dissention within the ranks of the leadership and may well promote
dissention within the Nobility. It may further compromise your position with the other
board members and jeopardize your ability to make a positive impact on future board
decisions and/or actions. The same admonition applies to the decisions and/or actions of
your Potentate. You can, and you should, express your feelings to him if you believe that
he is making an incorrect decision and/or about to take an incorrect action. But, you must
remember that he is the elected leader of your temple and you are a part of his
“Leadership Team” and like it or not, if he has the authority to make the decision or take
the action with which you disagree, you must still support his decision and/or action with
the Nobility. In this case, to do otherwise could mean that you will lose his respect and
thus any opportunity to influence his future decision and/or actions.

A further word of caution about being a lone voice of public dissent is in order.
While such action may raise your standing among those members of the Nobility who
agree with you, it may put questions in the minds of others of the Nobility about you as a
“team player” and your leadership ability. Remember, you are now a “member of the
Divan.” In the eyes of your Nobility, you are no longer “one of us” you are “one of
them,” and like it or not, everything you say, and everything you do, will be judged by

your Nobility.

Your Most Important Role During Your Early Years

Hopefully you will be a member of a progressive temple and the Potentates you
will serve under will understand the importance of developing the leadership ability of
the members of their “Leadership Team,” and you will be given the opportunity, from the
very beginning of your Divan life, to be responsible for some activity or function of your
temple. In this way you will be able to see, and learn, first hand what is really going on
in your temple.

If you are given the above opportunity it will be easier for you to accomplish the
most important role of your early years of service on your Divan: to accomplish those

things stated in items three and four of the “things you need to remember as you seek to



become a ‘Shrine Leader.”” If, unfortunately, you are not given the above opportunity,
the accomplishment of these items is still your most important role during the early years
of your Divan service. You may need to work harder to accomplish them, but
accomplish them you must if you are to become the “Shrine Leader” you need to be. To
refresh your memory, and elaborate on them, these items are:

You must gain the respect and support of your Nobility. Think about it — if
you are going to voluntarily follow someone, would you follow a person you did not
respect and support? We don’t think you would and neither will your Nobility. We have
just introduced a major issue of your Shrine leadership challenge. You are leading a
volunteer organization. Your Nobility joined the Shrine because they wanted to and they
will remain in the Shrine because they want to. If they do not respect and support their
temple leaders they most likely will not stay in the Shrine, and if they do stay under those
circumstances, they will not be active and productive members of your temple. As stated
previously, you now enjoy a level of popularity with your Nobility; they have just elected
you the Oriental Guide, but your popularity alone will not make you an effective “Shrine
Leader.” We are sure you know someone whom you like, but whom you do not respect,
we all know such people. Thus it follows, just because you like someone does not mean
that you will follow that person. Being a successful leader means that those who follow
you respect and support you enough to do what you ask them to do, even when they do
not know why you are asking them to do it.

You must dedicate yourself to improving your leadership ability. Some of us
are endowed with more natural leadership ability than others, but we can all learn the
skills necessary to become a leader. As John C. Maxwell says in his book The 21
Irrefutable Laws Of Leadership: “Becoming a leader is like investing successfully in the
stock market. If you hope to make a fortune in a day, you’re not going to be successful.
What matters most is what you do day by day over the long haul.” Your election as an
officer of your temple has placed you in a leadership position, but it has not made you a
“Leader.” You must now dedicate yourself to learning and improving your leadership
skills. This is not a process that takes place overnight; it will require your time, your
energy, your persistence and your desire to learn. It is a process that must begin by your

honest evaluation of yourself, of what you know, and more importantly, what you don’t



know. Again, as Maxwell says: “As long as a person doesn’t know that he doesn’t know,
he doesn’t grow.” We will provide more information on developing your leadership
skills in the next chapter of this handbook. For now it is important that you know that
you must dedicate yourself to doing what is necessary to learn to become the leader you
need to be.

You must show the concern necessary to learn the feelings and needs of your
Nobility, and thus the needs of your Temple. You may well be saying: “I know what
the Nobles of my temple are feeling and I know their needs, and the needs of my temple.
I am one of them.” Let us be perfectly candid with you, things have changed since you
put on that Fez that reads Oriental Guide. Before your election you were “one of the
boys,” and as such you were in no better position to change things, or make things
happen, than any of those with whom you were talking. In most cases, you and your
buddies were not in the position to have the information necessary to make an informed
decision as to what the needs of your temple really are. You were seeing only that which
you were in the position to see and you were making judgments based on the information
available to you. You are now a member of the Divan, a part of the leadership of your
temple, and as such you have access to, and will be exposed to, more information about
your temple than you ever thought about. How you will use this information, and how
you will apply it in meeting the needs of your temple will depend upon your showing the
concern necessary to learn what your Nobility is truly feeling, what their true needs are
and what the true needs of your temple are. To do this you must differentiate between the
conversational feelings and needs and the true feelings and needs of your Nobility. You
can accomplish this if you show the concern necessary for them, individually and
collectively, be open and honest with you, yes to trust you, even though in their eyes you
are no longer “one of us.” You show this concern by being available to them, by taking
the time to listen to them and learn about them as individuals, each with his desires,
ambitions and problems.

You must commit yourself to always doing what is in the best interest of your
temple, the Shrine of North America and Shriners Hospitals for Children. While
this may sound like a rather basic leadership responsibility, not every Noble who has

served in a Shrine Leadership position has made, or lived up to, this commitment. For
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some, their Shrine leadership position was a stepping-stone to advance their personal
business or social position. For others, it was a pure “ego trip” where personal self-
gratification was the first, and often the only, priority. Still others have stated this
commitment, but allowed personal ambition, and/or a personal agenda, to get in the way
of living up to it. To be perfectly honest, it is easy to state this commitment, either
publicly or privately, but it is difficult to live up to it. Once you have made this
commitment you are going to be faced with some trying and testing times in taking the
actions necessary to fulfill it. One of the more significant issues in living up to this
commitment is created by the “pedestal” upon which we often place our “Shrine
Leaders.” It is all well and good for the members of an organization to hold those in
leadership positions in high esteem, but when those in leadership positions begin to
believe that they are “entitled” to such treatment their judgment becomes clouded, and
achievement of personal self-gratification becomes more important than acting in the best
interest of the organization which they are supposed to be leading. As you proceed
through your years in a Shrine leadership position, graciously accept the privileges that
are allowed you but always remember they are not something you, by right, are entitled
to and that “you still put your pants on one leg at a time.” As you consider this
commitment to always do what is in the best interest of those you are leading and how
you are going to live up to it, we recommend the following: Once you have made the
commitment, for every decision you are asked to make, ask yourself “Is what I am about
to do truly in the best interest of the Nobility, the Shrine of North America and Shriners
Hospitals for Children?” When your answer is yes (and “no, but” doesn’t count) then,
and only then, are you making the right decision for the right reason.

You must demonstrate your dedication, your concern and your commitment
even when doing so may not be in your own personal best interest or to your liking.
The need for self-sacrifice is not likely something you considered before accepting the
position as Oriental Guide, but it is now something that you need to know will be
necessary. You cannot be a leader only when it is convenient. You cannot exercise your
dedication to improving your leadership skills, show your concern for learning the
feelings and needs of your Nobility and follow through on your commitment to do what

is the best interest of your Nobility, the Shrine of North America and Shriners Hospitals
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for Children only when these responsibilities fit into your personal schedule. You further
need to know that during the next four plus years (assuming you are reading this during
the year that you were elected Oriental Guide) there are going to be things that you will
be expected to do that you really don’t want, or like, to do. There are also going to be
events and activities that you will be expected to attend and/or participate in when you
really don’t want to attend or participate. Your attendance and participation in these
events is a must, they are a part of the responsibility you have accepted, and you can only
become the leader you need to be if you are willing to make the sacrifice necessary to
fulfill that responsibility. Your immediate family and your job, assuming you are still
employed, must be given priority, but there are going to be extended family activities,
and some employment-related social activities, that you are going to miss during the next
four plus years. You are going to miss these activities because you will have a Shrine
activity that requires your attendance and/or participation. You are also going to find that
you will not have as much time to spend with your non-Shrine friends and, in some cases,
these friendships will suffer because of your Shrine activities. Yes, you, your wife and
your family will make some sacrifices as you demonstrate your dedication, concern and
commitment to being a “Shrine Leader.” But remember what was said above: you are
now one of your temple’s leaders and everything you do will be judged by your Nobility.
If you expect your Nobility to follow you, you must meet these responsibilities.

This chapter has been titled “Understanding Your Role In The Early Years”
because it is most important that you establish yourself with your Nobility at the very
beginning of your Shrine leadership experience. This does not mean that there is a point
where you no longer need to pursue the items presented above. For as long as you are a
“Shrine Leader,” at whatever level you may be, you need to continue to address the items

presented here.
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CHAPTER III

Preparing Yourself To Be Potentate

Now that we have answered the questions “How Did You Get Here and What Do
You Do Now?,” and laid out “Your Role During The Early Years,” we are ready to
address your immediate and future objective — Preparing Yourself To Be Potentate.
The Imperial Bylaws in Section 327.1 places broad duties and powers in the
Office of Potentate. These duties and powers are:
a. He is the chief executive officer of the temple and he shall exercise general
supervision over the temple.
b. He is responsible to the Imperial Council for the government of his temple.
c. He shall require his temple, its officers and members to observe Shrine Law
and the temple bylaws at all times.
d. He shall appoint the temple officers and committees to be appointed.
e. He shall require that accurate records are kept and just accounts rendered.
f. He shall require that regular returns are made to the Imperial Council
and that candidate fees, annual per capita taxes, hospital levies and
assessments are promptly paid.
g. He shall require that the requisite stated meetings are held annually, one
of which one shall be in January as provided in Section 324.1.
h. He may issue orders to Nobles, clubs and units and organizations within
his jurisdiction to comply with matters over which he has authority.
All such orders shall be confirmed in writing and mailed to the affected
Noble or Nobles.
1. He shall, with the approval of the official Divan, appoint the temple
attorney. The temple attorney shall be a Noble and a member of
the Bar who is learned and experienced in the law.
The position of Potentate has been characterized as follows: “The Imperial Bylaws create
191 absolute dictators; we only hope they are benevolent.” While this characterization

may be a little tongue-in-cheek, there is no question that the Imperial Bylaws designate
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the Potentate as the “Leader” of his Temple. Our challenge here is to assist you in
preparing yourself to assume this leadership responsibility.

Before we proceed in addressing this challenge, let us take a minute to make sure
that everyone is on the same page when it comes to understanding what “Leadership” is.
Webster defines a “Leader” as “A person that leads, directs or commands a group
activity.” “Leadership” is defined as “The ability to lead.” In his futurist treatise on
leadership entitled Leadershift, Joel Barker defines a “21* Century Leader” as “Someone
you would choose to follow to a place you wouldn’t go by yourself.” In The 21
Irrefutable Laws of Leadership, John C. Maxwell states: “True leadership cannot be
awarded, appointed or assigned...It must be earned.” The reading of other leadership
text may provide slightly different definitions or descriptions, but there are certain things
that they will have in common: 1) Leadership involves the directing of the activities of
others; 2) The leader is the one who must decide where it is that a group needs to go and
then determine how to get them there; and 3) Leadership is not something that can be
appointed, it must be earned; thus leadership is not a privilege, it is a responsibility. What
does this mean to you as a future leader of your Shrine Temple? It means that: 1) You
are going to be responsible for directing the activities of your Nobility; 2) That as the
leader of your temple you must determine what the needs of your temple are and how you
are going to address these needs; and 3) That regardless of what the Imperial Bylaws say,
you will only be the leader that you need to be if you earn it by understanding that
leadership is not a privilege but a responsibility that you must now live up to.

It is further necessary that we emphasize that “Leadership” and “Management”
are not the same. Leadership focuses on people while management focuses on systems
and processes. Inasmuch as the Shrine is in the “People Business” it is important that
you understand that as a “Shrine Leader” you are seeking to lead people, not manage

them.

Examining Your Leadership Style

For our purposes here, “Leadership Style” means the approach that one takes in
providing the leadership for a group or organization. For simplicity we will use the more

traditional “Leadership Styles” in this discussion: 1) The Democrat; 2) The Dictator;
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3) The Populist; 4) The Laissez-Faire Leader; and 5) The Loner. The Democrat is
characterized as one who always and only goes the way of the majority of his followers.
Every action and decision is put to a vote and the majority always rules. The Dictator is
one who makes all the decisions; others may be asked for their opinion and input, but the
final decision rests with him and everyone is expected to follow his direction. The
Populist bases every decision on what will make everyone happy; he wants to be liked by
everyone and will do whatever is necessary to avoid dissent and controversy. The
Laissez-Faire leader lies back until he is able to determine where everyone is headed, and
then gets out front and appears to be leading. The Loner lives in an “ivory tower” and
asks no one for an opinion or input; he is unapproachable and makes every decision
based on his own view of what needs to be done and expects everyone to comply with his
wishes.

Leaders can have a profound impact on the productivity of their followers based
on the leadership style they choose. There are three factors that differentiate leadership
styles: 1) The use of positive or negative control; 2) The generation of positive or
negative stress; and 3) The level of satisfaction or dissatisfaction of the followers.
Generally speaking, those choosing to use the Democratic, the Populist and the Laissez-
Faire leadership styles exercise positive control, generate positive stress and are viewed
with greater satisfaction by their followers. Those that are Dictators and Loners use
negative control, generate negative stress and are viewed with higher levels of
dissatisfaction by their followers. Democratic, Populist and Laissez-Faire leaders are
generally considered “charismatic leaders;” Dictators and Loners are generally viewed as
“bully leaders.” According to Tor Dahl of the World Confederation of Productivity
Science at the University of Minnesota, “People who follow a charismatic leader are 20
times more productive than those who are subject to a bully leader.” With this being
said, it is generally agreed that no one leadership style will fit every circumstance a leader
will encounter and during a leadership career most leaders will employ each of these
leadership styles at one time or another; thus the choice of which leadership style to
employ is one of the decisions that a leader must make. We would, however, make this
observation — There are no “true loners” who are leaders. If a person is truly acting

alone, he has no followers. We would further observe that it is generally agreed that most
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leaders have a “dominant leadership style” that they choose to apply most of the time and
it is this style that exemplifies their overall leadership style.

Appendix A is a “Leadership Style Self Analysis.” It requires that you take a very
honest and objective look at your dominant leadership style, as you perceive it, and that
you honestly answer some questions about it. (While there are no “right answers” we
believe the more “no’s” you record the more you need to consider a change in your
dominant leadership style.) Because it is very difficult for anyone to be objective about
something as perceptive as leadership style, we would also recommend that you ask three
or four of your trusted friends to complete this Analysis for you. If you act on this
suggestion, be prepared to hear some things you do not expect, and may not like, but be
willing to accept that what you are told is how others perceive your dominant leadership

style.

Developing Your Leadership Skills

Successful leaders are generally portrayed as having certain common

characteristics. These characteristics are:
1. Integrity — A successful leader’s integrity must be above reproach.
2. Commitment — A successful leader must be committed to the tasks
before him and to doing what is necessary for the success of the
organization he leads.
3. Courage — A successful leader must have the courage to make the
decisions necessary for organization success.
4. Communication — A successful leader must be able to communicate his
vision for the organization he leads.
5. Inspiration — A successful leader must provide the inspiration necessary
to motivate the members of an organization to achieve their common
goals.
6. Compassion — A successful leader must demonstrate his compassion for
his followers by learning about them as individuals.
7. Loyalty — A successful leader must have the loyalty of those who follow

him and he must be loyal to them in return.
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8. Trust — A successful leader must earn the trust of his followers and he

must trust them.
Not all leaders exemplify all these characteristics with the same intensity and it is
possible for a weakness in one of them, other than integrity, to be overcome by strength
in another. Appendix B is a “Characteristics of Leadership — Self Analysis.” You are
encouraged to complete this self-analysis and use it as a guide as you seek to develop
these characteristics. (Periodically repeating this Self-Analysis may be a way of
measuring your success in developing these characteristics.)

The demonstration of these characteristics is, at least in part, achieved through
certain leadership skills. If you as a “Shrine Leader” expect to exemplify these
characteristics you must develop the skills necessary to demonstrate them. The most
obvious such skill is communication. It is not only one of the stated characteristics, it is a
skill necessary to convey most of the others. Thus, you must become an effective
communicator. This does not mean that you must become an orator. It does mean that
you must develop your public speaking ability to the extent that you are comfortable
standing before a group and expressing yourself. Neither does it mean that you must
become an accomplished author. However, it does mean that you must acquire the
writing skills necessary to compose a proper letter and to write an informative article for
your temple publication. It is not for us to instruct you individually on how to improve
your communication skills. There are numerous resources available to assist you in this
effort, but we cannot over emphasize the importance of your doing whatever is necessary
to become an effective communicator.

A critical review of the above characteristics leads one to the conclusion that the
demonstration of several of them involves how you relate to and/or interact with people.
Thus, your practice of good “people skills” will be an important factor in your becoming
a successful “Shrine Leader.” Appendix C is a “People Skills Self-Analysis,” and again,
you are encouraged to complete this exercise. Like the “Leadership Style Self-Analysis”
there are no “right answers” but the more “no’s” you have would indicate that you need
to improve your “people skills.” Like the “Leadership Style Self-Analysis,” it would
most likely be informative, and enlightening, if you were to ask a trusted friend to

complete the “People Skills Self-Analysis” for you. Again, if you follow through on this
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suggestion, be prepared to hear some things that you did not know about how other
people perceive you, and do not be offended if what you are told is not what you would
like it to be. Accept this feedback in a positive manner and use it to improve your
“people skills” and thus become a more effective “Shrine Leader.”

We have discussed but two “Leadership Skills” that deserve your immediate
attention; it is not within the scope of this handbook to provide an in-depth leadership
training program. There are hundreds of such programs available, a search on the
internet or a visit to your local library will provide you with a wide range of options. If
you care enough to make the effort to improve your leadership ability, the resources are
available to you. To assist and motivate you in this effort, beginning in 2006 the Oriental
Guide and Assistant Rabban Seminars will include a Leadership Training Course. This
course is based on John C. Maxwell’s “The 21 Irrefutable Laws of Leadership” and will
include a full day of classroom instruction followed by a series of Internet follow-up

sessions. It is up to you!

Learning The Structure Of The Shrine and Shriners Hospitals For Children

It was stated in the opening paragraph of this handbook “as a part of your temple
leadership you are also a part of the leadership of the Shrine of North America and
Shriners Hospitals for Children.” Therefore it is important that you become familiar with
the structure of the Imperial Council of the Ancient Arabic Order of the Nobles of the
Mystic Shrine for North America (an lowa Corporation) (herein after referred to as the
Imperial Council) and Shriners Hospitals for Children (a Colorado Corporation). We
hope that you already know that the Imperial Council and Shriners Hospitals for Children
are two separate and distinct legal entities. The Imperial Council is the fraternal
corporation and has jurisdiction and authority over all matters involving the Shrine
fraternity, including the government and control of subordinate temples and the members
thereof. Shriners Hospitals for Children is the hospital corporation and has jurisdiction
and authority over all matters pertaining to the operation of 22 hospitals for the treatment
of children. Both corporations are organized as non-stock, non-profit corporations, but
only the hospital corporation is a charitable organization. It should further be noted that

while the Imperial Council and Shriners Hospitals for Children are separate corporations
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there are considerable inter-relationships between these two corporations. These inter-
relationships will be more fully explained as we proceed with this discussion.

Inasmuch as you are an officer of your temple and the governance and control of
your temple is under the authority of the Imperial Council, we will first address the
structure and operation of the Imperial Council.

The Imperial Council consists of the Representatives to the Imperial Council.
These are: its Representatives ad vitam, its Representatives at large, its emeriti
Representatives, its elected Representatives and its appointed Representatives. (Imperial
Bylaws Section 203.1) All Past Imperial Officers are Representatives ad vitam and all
current Imperial Officers are Representatives at large. (Imperial Bylaws Sections 203.2
and 203.3) The emeriti Representatives are Nobles who have been a Representative for
at least 15 years and have been elected to emeriti status by a majority vote of the Imperial
Council. (Imperial Bylaws Section 203.4) The elected Representatives are those Nobles
elected by their respective temples as a Representative to the Imperial Council at the
Temple Annual Election. In addition to any Representatives ad vitam, Representatives at
large, emeriti Representatives or appointed Representatives that a temple may have, each
temple is entitled to one elected Representative, or two elected Representatives if its
membership exceeds 300, or three elected Representatives if its membership exceeds
600, or four elected Representatives if its membership exceeds 1,000. (Imperial Bylaws
Section 203.5) An appointed Representative is a Noble who as an elected, or appointed,
Representative is named by the Imperial Potentate as one of the seven members of a
Standing Committee of the Imperial Council, who is not re-elected as an elected
Representative by his temple, such Noble shall be an appointed Representative until the
adjournment of the next succeeding annual session. (Imperial Bylaws Section 203.6)

The Officers of the Imperial Council, and their method and time of election, are
listed, and explained, in Sections 206.1 and 206.2 of the Imperial Bylaws. The Duties of
the Imperial Officers are enumerated in Section 206.5 of the Imperial Bylaws, with
Section 206.5(a) stipulating the powers and duties of the Imperial Potentate. For our
purposes here, it is important that you recognize that the Imperial Potentate, in his
capacity as the chief executive officer of the Imperial Council, is granted very broad

authority in his exercise of the general supervision of the Order. This authority includes
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ability to issue any dispensation allowed under the bylaws, except a dispensation to form
a new temple; the ability to suspend a Noble from membership or office in the Imperial
Council or a temple for a violation of Shrine law or conduct unbecoming a Noble of the
Mystic Shrine; and the ability to arrest the charter, and suspend the work, of any temple
for a violation of Shrine law. The forgoing authorities, to grant dispensations, suspend a
Noble from membership without a hearing, and arrest a temple charter, are only granted
to the Imperial Potentate.

Section 207.1 of the Imperial Bylaws provides that the Imperial officers, plus the
Jjunior Past Imperial Potentate, comprise the board of directors and Section 207.6
provides that the board of directors shall have the powers and duties usually vested in the
board of directors of a business corporation, except as otherwise provided in the bylaws
or the laws of the state of lowa. Among the specific powers granted to board of directors
is the authority to amend the budgets of the Imperial Council as circumstances warrant,
provided that any such amendments or departures from the budget are reported to the
Imperial Council at the subsequent annual session. (Imperial Bylaws Section 207.5)

As is the case with most organizations, and many businesses, committees play an
important role in the operation of the Imperial Council. Section 208.1 of the Imperial
Bylaws provides that the Imperial Potentate shall appoint all committees of The Imperial
Council and specifies that standing committees shall consist of seven Representatives,
whereas special committees shall consist of the number of Nobles the Imperial Potentate
deems necessary provided that the chairman and at least 2/3rds of the other members
shall be Representatives. Section 208.2 stipulates that the standing committees shall be
appointed immediately before the close of the annual session, whereas special
committees may be appointed at any time. Section 208.6 specifies the standing
committees of the Imperial Council and the duties of each as follows:

1) The Jurisprudence and Laws Committee shall consider and report to the

Imperial Council concerning all proposals to amend the articles of incorporation

or bylaws of the Imperial Council and shall advise the Imperial Potentate

concerning Shrine law. Its chairman and members shall be learned and
experienced in the law.

2) The Finance and Audit Committee shall:
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a) Monitor and report to the Imperial Council concerning budgets of
income and expenses for the current year and the succeeding year; and it
shall report to the next annual session any departures from the budget and
the reason therefore.
b) Recommend to the board of directors an auditing firm or firms to be
engaged by the board of directors for the corporation; review the annual
audit plan with the Imperial Auditor and the auditing firm; and review the
annual report of the independent auditors, as well as interim financial
information.
c¢) Perform such other duties and responsibilities as may be assigned to it
by the board of directors.
d) Its chairman shall be the Imperial Auditor and its remaining members
shall be knowledgeable in financial and budgeting matters.
3) The Dispensations and Charter Committee shall examine, consider and report
to the Imperial Council concerning petitions for dispensation, the work and
records of temples under dispensation and applications for charters.
4) The Jurisdictional Lines Committee shall consider and report to the Imperial
Council on all proposals concerning the establishment and modification of
jurisdictional lines between temples.
5) The Grievances and Appeals Committee shall consider and report to the
Imperial Council all matters of controversy, grievance, discipline, or appeal
coming before or assigned to it. The committee is vested with the powers, must
discharge the duties, and follow the procedure set forth in Section 208.9.
Generally speaking, all items that are proposed to come before an annual session of the
Imperial Council are assigned to the Jurisprudence and Laws Committee for review
before they are placed before the annual session. When an item is placed before the
annual session, the first action on that item is the report of the Jurisprudence and Laws
Committee. Most items are also assigned to one of the other standing committees based
on the subject of the proposal, and the report of the assigned committee follows that of
the Jurisprudence and Laws Committee. Proposed items are generally scheduled for a

hearing before the assigned standing committee on the weekend before the start of the
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annual session. The Representative(s) submitting the item and those that may be
impacted by it are allowed the opportunity to appear before the assigned committee at
this hearing, and the assigned committee will consider all information so received in
making its report to the Imperial Council. Section 208.7 lists the Special Committees that
must be appointed, specifies the duties of those listed and provides that additional Special
Committees may be named as the Imperial Potentate deems necessary. The Imperial
Potentates’ General Order No. 1 includes the listing of those appointed to the several
Standing and Special Committees

The foregoing is but a very brief summary of the organization and operation of
the Imperial Council. A complete reading and study of Part II (Articles 2 through 14) of
the Imperial Bylaws will provide further information on this important subject.

As we move to our discussion of the organization and operation of Shriners
Hospitals for Children, the inter-relationship between the Imperial Council and Shriners
Hospitals for Children will become apparent. The members of the Colorado Corporation,
as stated in Section 405.1(a) of the bylaws of Shriners Hospitals for Children, are its
present members, its officers and other Nobles elected to membership at the annual
meting of the corporation. Section 405.2 provides that the membership of any Noble in
this corporation shall be terminated for failure to attend the annual meeting of this
corporation. Thus the members of Shriners Hospitals for Children are Nobles and by the
definition stated in Section 501.1 a “Noble” means a member in good standing of any
temple and a “Temple” means any group of Nobles chartered by or under dispensation of
the Imperial Council of the Ancient Arabic Order of the Nobles of the Mystic Shrine for
North America. In reality what happens is: At the annual meeting of Shriners Hospitals
for Children, which is held in conjunction with the annual session of the Imperial
Council, those who were in attendance at the previous annual meeting elect the current
Representatives to the Imperial Council as members of Shriners Hospitals for Children,
once so elected a Noble continues as a member of Shriners Hospitals for Children as long
as he continues to register and attend the annual meeting of the corporation. Section
504.3 of the bylaws does provide for emeriti members and states that any member who
attends 15 annual meetings of this corporation as a registered member shall become an

emeritus member immediately upon his registration as a member for the sixteenth year.
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Section 504.3 further provides that the termination of membership provision of Section
504.2 does not apply to emeriti members.

Section 506.1 of the bylaws of Shriners Hospitals for Children provides that there
shall be a board of directors consisting of 15 members and Section 506.3 states that the
Imperial Officers, the Junior Past Imperial Potentate and the Chairman of the board of
trustees shall be elected directors unless other members are duly nominated and elected at
the annual meeting of this corporation. Section 506.7 of the bylaws states: “The board of
directors has control, authority and management of all the business affairs of this
corporation, unless delegated to others in these bylaws.” Section 507.1 of the bylaws list
the officers of this corporation as a Chairman of the Board, a President, a 1* Vice
President, a 2™ Vice President, a Treasurer, a Secretary, and an Assistant Secretary.
Section 507.2 of the bylaws provides that the Imperial Potentate shall be the chairman of
the board, the Deputy Imperial Potentate shall be the 1* Vice President and other officers
shall be elected at the annual meeting of the corporation.

Section 508.1 of the bylaws of Shriners Hospitals for Children provides that there
shall be a board of trustees consisting of 12 members of this corporation. Section
508.2(a) provides that the Imperial Potentate, Deputy Imperial Potentate, Imperial Chief
Rabban, Imperial Treasurer and Junior Past Imperial Potentate shall be members of the
board of trustees, and shall serve a term of one year. Section 508.2(b) provides that the
other seven shall be elected for terms of three years; three shall be elected every third
year and two shall be elected in each of the intervening years. Section 508.7 provides
that the board of trustees shall manage and operate all Hospitals now established, or that
may be established, and shall allocate and provide for the disbursement of funds
necessary for the construction, acquisition, maintenance, control and operation of the
Hospitals.

As you become more involved in your temple leadership position and attend more
Imperial meetings you will hear conversations about meetings of the “Joint Boards.”
What is being talked about in such conversations is a Joint Meeting of the board of
directors and board of trustees of Shriners Hospitals for Children. Sections 506.8 and
508.9 of the bylaws provide for and allow for such joint meetings. Inasmuch as the

members of the board of directors for the Imperial Council are the same individuals who
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are members of the board of directors for Shriners Hospitals for Children, with the
exception of the chairman of the board of trustees, this board also frequently meets at the
same time.

We are sure that by now you realize that we could spend considerably more time
on discussing the structure and organization of the Imperial Council and Shriners
Hospitals for Children, the legal separation of the two corporations and how they interact,
but inasmuch as there are numerous other subjects we need to address, we will leave this
subject for now with this admonition: You need to spend the time necessary to learn and
understand the organization and operation of both the Imperial Council and Shriners
Hospitals for Children.

A final item before we leave this subject. The Board of Directors of the Imperial
Council and the Board of Directors of Shriners Hospitals for Children have chosen to
select individuals to be responsible for the day-to-day operations of these two entities.
The Executive Vice President and Chief Operating Officer of the Imperial Council is
Charles G. Cumpstone, Jr., and the Executive Vice President and Chief Operating Officer
of Shriners Hospitals for Children is Lewis K. Molnar. These truly dedicated Nobles
have announced their respective retirements in 2006, and their successors have been
named as follows: Imperial Council Executive Vice President Cumpstone will be
succeeded by Noble Michael Andrews, and Shriners Hospitals Executive Vice President
Molnar will be succeeded by James M. Full. These individuals are only a telephone call

away should you need their assistance.

Learning Shrine Law

You should recall from the opening of this chapter that one of the duties of a
Potentate is to “Require his temple, its officers and members to observe Shrine law and
the temple bylaws” and from the discussion dealing with the powers of the Imperial
Potentate, we hope you now understand the importance of your learning Shrine law. The
question is what is Shrine law? Section 101.3(1) of the Bylaws of the Imperial Council
states: “Shrine law means the articles of incorporation of the Imperial Council, these
bylaws, and any general or special orders at the time in effect, but it does not include the

law of the land.” You thus learn Shrine law by reading the articles of incorporation of the
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Imperial Council, the Imperial Bylaws and any general or special orders in effect. We
would further suggest that as you read the Imperial Bylaws you also read the annotations
to these Bylaws. These annotations are interpretations of the bylaws which have been
made by the Imperial Potentate and approved by the Imperial Council. As a consequence
they are interpretations of Shrine law and will assist you in understanding Shrine law and
how it is to be implemented and enforced. We would also emphasize that general orders
are “Shrine law,” thus you need to pay special attention to the Imperial Potentates’
General Order No. 1, which is issued at the beginning of each Shrine Year. This general
order includes specific items that, as a part of “Shrine Law,” must be followed. We
would further call your attention to Section 331.1 of the Imperial Bylaws, which states in
part: “A temple shall adopt bylaws, and may adopt amendments to existing bylaws, if
they are consistent with Shrine law...” and Section 331.5(a) which states “When a change
is made by the Imperial Council affecting Shrine law, and the change affects the bylaws
of any temple, the bylaws of the temple are changed, ipso facto, to conform with those of
the Imperial Council.” It is thus necessary that you ensure that your temple bylaws are in
compliance with the Imperial Bylaws in the discharge of your responsibility to have your
officers and members observe your temple bylaws.

We are not suggesting that you become a “jailhouse lawyer” with respect your
knowledge and application of Shrine law, but we strongly encourage you to become
familiar with, and conversant about, the basics of Shrine law. This is one of those things
that you must learn if you are going to be a successful “Shrine Leader,” and thus it is one

of the things that you must dedicate yourself to achieving.

Learning About Your Temple

You will remember that in the chapter on your role in the early years we said that
you needed to learn the feelings of your Nobility and thus learn their needs and the needs
of your temple, and we discussed why this is important as you begin your Shrine
leadership experience. Unless you are a rare exception, now that you are a part of your
Temple leadership you are beginning to see that things don’t happen as you once thought
they did. As you proceed through the years leading up to the year you will serve as

Potentate, you need to spend the time necessary to learn how things really get done in
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your temple, and identify the people who get them done. You are most likely going to
find that there are Nobles in your temple who do things you have never heard about, or
possibly even thought about, and that it is these Nobles who make things happen in your
temple. You are also going to learn that there are some Nobles whom you thought were
hard workers, and whom you believed were making a contribution to your temple, who
cannot really be counted on when things need to be done. You are also going to find that
there some are things that you have been told, and thus that you have accepted as being
correct, that are not as you were told they were. This is not to say that you have been
misled, it simply means that now that you are in a leadership position you are going to
begin to see things from a different perspective. You are now in the position that requires
you to find out what is happening, how it happens and who is making it happen. Finally,
you are going to learn that now you are in the position, or soon will be in the position, to
make decisions that impact your entire temple, there are members of your Nobility who
will become your “new best friend,” as they now believe you can be of benefit to them
and/or advance their agenda for your temple. Learning about your temple, how things are
done and who does them is not something that comes automatically, it requires that you

dedicate yourself to it.

Understanding Your Temple Budget
Article 34 of the Imperial Bylaws (entitled “Temple Business Affairs and Fiscal

Regulations”) and specifically Section 334.4 spells out how a temple budget is to be
prepared. The Temple Accounting Manual (Known as The BATS Manual which stands
for Budgets, Accounting, Taxes and Systems Manual) provides detailed information on
budget preparation, adoption, and reporting. There is also an addendum in the Imperial
Bylaws that includes considerable information on budget preparation and reporting,
including the Uniform Chart of Accounts that all temple budgets must conform to.

Like many other things that you are going to need to learn, learning how your
temple budget is prepared is not something that is just going to happen. We strongly
suggest that you spend the time necessary to read the BATS Manual and the budget
preparation, adoption and reporting information included in the Imperial Bylaws. After

reading this material you are sure to have numerous questions; it is not something that is
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easily understood by those who do not have an accounting or financial background. We
further suggest that you spend the time necessary talking with your Temple Treasurer
and/or Recorder to learn the details of how your temple budget goes together. This
information will be absolutely necessary as you begin to think about developing your
plans for the year that you will serve as Potentate. It is also information that you already
need, because as a member of your temple board of directors you are responsible for
participating in the preparation of the budget that is to be presented for adoption by your
Nobility.

There are a couple of important items that we would emphasize as we close this
section. First, the adoption of the budget constitutes an appropriation of funds for the
purpose stated in the budget. This means that if X dollars are budgeted for a specific
activity, or expenditure, once that amount of dollars has been expended on that activity,
or expenditure, it is necessary to obtain the approval of the Nobility before additional
funds are spent on the activity or expenditure. Second, a temple budget may be amended

at any stated meeting of the temple.

Identifying the Needs of Your Temple

In an earlier chapter of this handbook we stated that one of your most important
roles during your early years of Shrine leadership was to identify the needs of your
temple. We now emphasize the identification of the needs of your temple as an item that
you must consider as you prepare yourself to be Potentate. Simply put: Before you can
know what you need to do, you must know what needs to be done. If your temple has
gone through the “long range or strategic planning process,” the identification of temple
needs will already be accomplished and your task will be to proceed with the
implementation of the plan developed to address these needs. If on the other hand, your
temple has not gone through this planning process there are numerous ways we could
suggest for you to identify the needs of your temple, but in keeping with our rather basic
approach we would suggest the following.

As you think about what you know, and what you are learning, about your temple,
consider the following: 1) In recent years has it been necessary to use financial reserves

to cover the current year’s operating expenses? 2) Are your temple meetings well
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attended and do the members take an active part in discussing temple business, or do they
simply accept what they are told without questions or discussion? 3) Are your temple
social functions well attended and do those attending enjoy the activities you are
providing, or do they simply attend because you offer nothing else? 4) Are your new
members becoming active in your units and clubs; are they attending the temple business
meetings and your social activities and participating in your fundraising activities; do you
really know what is happening to them? 5) When new members attend a temple meeting,
or social function, are they included in the “mainstream group,” or are they excluded and
left by themselves? 6) Other than membership, what are your temple’s three most
significant challenges?

There are no right answers to the above questions, and we certainly do not know
the three most significant challenges facing each of the191 temples, but these are
examples of the questions that you need to ask as you proceed to prepare to be Potentate.
These are the type of questions that will provide you with the information on the needs of
your temple — the needs that you must address during the year that you will serve as

Potentate.

Learning Parliamentary Procedure and Shrine Protocol

A final item we would emphasize as necessary for you, as you prepare to become
a Potentate, is to learn how to conduct a Shrine meeting. This means that you must learn
parliamentary procedure and Shrine Protocol.

Section 101.4 of The Imperial Bylaws provides that unless otherwise provided by
resolution or bylaw, parliamentary procedure shall be governed by Robert’s Rules of
Order. We are sure that you have all heard of this publication as it is the basis for
meeting governance for nearly every organization in existence. For those of you who
have read, or tried to read, Robert’s Rules of Order you already know that it is not the
most easily understood set of procedures. In fact it may be one of the most difficult
books that most of you will ever read. But you must understand at least the basics of
what it contains, for there is nothing worse than being in a meeting where the person
presiding does not know what he, or she, is doing. When you become a Potentate you

will preside over the meetings of your temple. If you expect these meetings to be
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meaningful and interesting for your Nobility you must conduct them in a proper and
organized manner; you must follow proper parliamentary procedure. Like all of the other
items we have presented to assist you in becoming prepared to be a Potentate, there are
numerous resources available to assist you in learning how to conduct a meeting. It is up
to you to do whatever is necessary to acquire this learning. You do not need to become
an accomplished parliamentarian, but you must become skilled in basic parliamentary
procedure. (Frequently, the temple attorney, or another Noble who is knowledgeable
about parliamentary procedure, is designated as the parliamentarian; such designation
does not eliminate the need for you to learn the basics of parliamentary procedure.)

A second item necessary for a proper Shrine meeting is to comply with Shrine
Protocol. Shrine Protocol is presented in the first 13 pages of the Imperial Council
Directory and is available as a pamphlet from the Imperial Public Relations Department.
Shrine Protocol covers such items as the proper display of the four national flags under
which Shrine Temples that are chartered by the Imperial Council operate, the proper
seating at a banquet or meeting for Imperial Officers and Temple Officers, the order for
the introductions for visiting dignitaries, and the proper speaking order at such events.
While the printed Shrine Protocol emphasizes the proper courtesies for Imperial Officers,
the same applies for visits by a Temple Officer, or Divan, with a unit or shrine club.
Shrine Protocol also addresses such subjects as participation in parades, the proper
wearing of the Fez and a Shrine Pin, and the proper form for written correspondence
within the Order. Like parliamentary procedure, you are not expected to become an
expert in Shrine Protocol. You are, however, expected to insure that proper protocol is

observed at Shrine functions, thus you need to learn the basics of Shrine Protocol.

Some Things That Are Not That Important

In this chapter we have attempted to provide you with some guidance as to what
you need to do to prepare yourself to become a Potentate. Some of you are probably
saying “But nothing was said about selecting my slogan, designing my pin or my cups, or
scheduling my trips.” You are right, these items were not discussed. They are not items
that will determine the type of leader you will be when you serve as Potentate, and we

would ask you this question, how do you wish to be remembered? Do you want to be
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remembered as the Potentate “who had the best slogan, the most distinctive pin or cup or
who arranged the most interesting trips?” Or would you rather be remembered as the
Potentate “who cared about the Nobility, who addressed the temple’s issues with positive
solutions and who contributed to the future of the temple, the Shrine of North America
and Shriners Hospitals for Children?” We hope there is no question about your answer
and that you will prepare yourself for the responsibilities that you have accepted, and thus

be the “Shrine Leader” you need to be.
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CHAPTER 1V

Avoiding The “My Year” Trap

You have undoubtedly heard those in Shrine leadership make the statement
“during my year we will, or we will not, do so and so,” or “during my year I will change
that.” We would suggest that if we could eliminate the term “my year” from the Shrine
vocabulary, we would all be better served. As you proceed through your Shrine
leadership experience you will be tempted to use this term and we would caution you to
avoid falling into this “trap.”

Our first reason for making this suggestion is: regardless of the fact that during
the year you serve as Potentate you are the leader of your temple, it is not “your year.” It
is the temple’s year and you just happen to have the opportunity to provide the leadership
during that year. By continually referring to “my year” you run two significant risks:
first, you risk projecting the attitude that you are going to do everything your way and
only your way. Second, you risk beginning to believe that the only things that are
important are the things that you want, and the achievement of your personal goals can
get in the way of your being the leader that you need to be. Projecting of either attitude
could be counter-productive to gaining the support necessary for you to be successful as a
“Shrine Leader.”

Our next reason for making this suggestion is: if you prematurely state your
intention to make a specific change and later find out that your first impressions were
incorrect, you will be faced with the need to withdraw your commitment to that change.
This could raise questions about you as a leader, and may undermine your ability to
implement needed changes, as your commitment to these changes may be questioned by
your previous actions. It is true that as you begin to make more critical observations as to
how things are done in your temple, you may well see things that you believe can be done
in a different, and/or better, way. This will not only apply to how things are done, it may
well apply to what is done and who is doing it. We would suggest that you make a note
of these observations and file them away for future use.

Another reason for this suggestion is: if in fact you observe something that truly

needs to be changed, why wait until the year that you will serve as Potentate to suggest,
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or attempt to make, the needed change. As a part of your “Temple Leadership Team,” if
you have an idea that may improve the way things are done, it is to your benefit, as well
as that of your entire temple, for you to bring this idea forward as soon as possible.
Remember the more success your temple has now, the greater the opportunity for further
success in the future. Don’t worry about who “gets credit.” It is doing what is best for
your temple that counts.

Our final reason for making this suggestion quite simply is: it serves no purpose
and is often disruptive to the activities that are taking place. It is unlikely that your
judgments will change the programs and activities of your current Potentate, or the others
who will serve in that office ahead of you. Your constant questioning of what is being
done serves no constructive purpose, and in fact, may cause other members of your
Nobility to not support the current activities of your temple. If this happens everyone
loses!

Starting now, do not use the term “my year” and stop using the words “I,” “Me”
and “My” and start emphasizing the words “We,” “Us” and “Our” when talking about
temple activities and programs. Following this small suggestion will do more to build
teamwork within your temple than nearly anything else you can do, and you will

contribute to eliminating the term “my year” from the Shrine vocabulary.
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CHAPTER V

PREPARING YOUR PLAN

Use What You Have Learned

Throughout the previous chapters we have emphasized the need for you to
identify the feelings and needs of your Nobility and thus the needs of your temple. We
now turn to using what you have learned about these feelings and needs. While it is
premature, assuming you are reading this during the year that you are serving as Oriental
Guide, for you to even consider finalizing your plans and programs for the year that you
will serve as Potentate, it is not too early to begin to think about ideas that might be used
to address some of the needs you are beginning to identify. With this being said, most of
what we will present in this chapter will be for your use at a future time in your Shrine
leadership experience. It is presented in order to prepare you for these future
responsibilities; you may find it helpful to revisit this chapter in the years to come.

In the section “Identifying the Needs of Your Temple” in Chapter IV, we
suggested some specific items for you to look at. We would suggest that as you consider
and reconsider these questions, and others, that you begin to prepare a list of ideas that
might be used to address the needs of your temple. It is important that you put these
ideas in writing so that you will not forget them as you begin to develop your future
plans. You are going to find that the more you learn about the needs of your temple the
more ideas you will have and if you do not put them in writing as you think of them you
may overlook some of your early, and often your best, ideas at a future time. As the
years pass, and you learn more about the needs of your temple, you will need to
periodically review and update your list of ideas. There will, of course, come a time
when you must choose from your developing list those items that you will seek to
implement during the year you serve as Potentate (we will further discuss this later in this
chapter). For now the more ideas you identify the more you will have to choose from
when that time arrives. We would suggest that you consider starting to develop a file of
“Temple Activity Planning Forms” (see Appendix D) for each of your possible ideas.

The completion of the “Activity Description” section of this form will help to crystallize
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your thinking about each idea and assist you as you begin to discuss it with others of your
temple leadership as well as the Noble you will eventually choose to implement it.

We would further suggest that as you talk with your Nobility, you listen for ideas
they may have either for improving a current temple activity or for a new activity. Just
because they are not in a temple leadership position does not mean that they do not have
good ideas that could benefit your entire membership. Remember it is their desires that
you are seeking to address and if they have a suggestion or idea that will meet those
desires and you use that suggestion or idea you will accomplish two important things: 1)
You will gain their trust because you will be demonstrating that you have been, and are,
listening to what they are saying to you; and 2) You will gain their support because you
have listened to them and are trying to implement a suggestion that they have given to
you.

Finally, as we said in the Chapter on Avoiding The “My Year” Trap, if you come
across an idea that will benefit your temple today, don’t wait until the year that you will
serve as Potentate to bring it forward. It makes no difference who gets the credit for
improving your temple; the important thing is that it is done.

Building Your Team — You Can’t Do It Alone

In case you have not already realized it being a Shrine leader is not something that
you can do alone. You simply will not have the time to address every detail and make
every decision concerning each and every activity of your temple during the year you
serve as Potentate. Therefore, you must develop a team who will work with you.

As a Shrine leader you will not have control over who the other elected officers of
your temple will be during the year you serve as Potentate, they will either have been
appointed by your predecessors or selected through election by your Nobility. Whichever
may be the case in your temple, you must do what is necessary to make each of them a
part of “your team” for that year. One way to achieve this team feeling is to share with
those of your Divan who will serve with you some of your early ideas and thoughts about
what can be done to meet the needs of your Nobility. This sharing of ideas could begin
by simply talking over a cup of coffee or while traveling to a temple club or unit event.
The important thing is that you begin to talk with each other about what you will do

together to provide the leadership necessary for your temple. As you progress in your
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temple line you may wish to consider getting those who will be working with you, and
their ladies, together for an informal planning or brainstorming session. (Please note: If
you do hold such a get-together be sure to inform your current Potentate that you are
going to do so and that it is not your intent to interfere with the current temple programs
or activities. Giving the current Potentate such a notice will avoid even the hint that you
are attempting to overstep your position and/or in some way you are not supporting the
current administration. It is also important that you emphasize to those meeting with you
that each of you must continue to do everything possible to support the current temple
programs and activities.) Such a brainstorming session, or sessions, will give you the
opportunity to share some of your ideas with those who will be on your leadership team
and also will allow you to hear some of their ideas that might be included in your plans.
The ideal outcome of such a session, or sessions, would be that you and those who will
follow you would truly become a leadership team, working together for the common goal
of addressing the issues necessary to meet the needs of your Nobility and thus the needs
of your temple. Such an outcome could result in developing a coordinated program of
activities that would carry on for several years and as a result, would provide your temple
with a consistency of effort allowing for the addressing of temple issues on a long term
basis, and diminishing the “My Year” way of thinking within your temple leadership.
You will have control over the selection those of your Nobility who you appoint
to specific positions. If you happen to come from a temple where the appointed Divan
generally proceeds to the elected Divan, certainly your most important appointment will
be that of the Noble you select to become part of your temple’s future leadership. With
regard to this appointment we would offer the following suggestions: 1) Do not limit your
search for this Noble to a certain unit, club or geographic area of your temple; 2) Request
recommendations from others of your Nobility in the effort to identify possible
candidates for this appointment; 3) Develop a list of possible candidates and observe their
performance in their current position, be it within your temple, their employment or their
other activities; 4) Upon narrowing your list to your top three to five choices, refer these
choices to the “leadership screening committee” to interview these Nobles for the
purpose of making a recommendation as to the best candidate for your appointment. (If

your temple does not have a “leadership screening committee” we strongly recommend
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that you establish one.) Remember, a major part of your legacy will determined by the
Noble you select as a future leader of your temple. At sometime in the selection process,
probably at about the time you submit your top three to five candidates to your screening
committee, it is also important that you include your candidates’ ladies in the selection
process. If a possible candidate’s wife is reluctant about, or opposed to, her husband
accepting the responsibilities of a temple leadership position you most likely need to
reconsider the advisability of selecting that Noble. Other significant positions you will
appoint include your Chief of Staff (Chief Aide), your travel and housing chairman, your
temple unit directors, and your various committee chairman and/or temple activity
directors.

In making all of your appointments it is most important that you follow the rule of
selecting the “right person for the right job.” We cannot over emphasize the importance
of this last statement. Appointing a Noble to a temple leadership position just because he
is your longtime friend, or your relative, is not the right reason to make such an
appointment. We strongly suggest that in all of your appointments you choose the “best
leader” you can find. Remember you are selecting an individual for a leadership position
and his performance, or lack thereof, will reflect on you.

We would offer some specific observations about the appointment of your Chief
of Staff (Chief Aide). Other then your appointment to your Divan line, if you make one,
this may be the most important appointment you make. This needs to be a Noble who
you know so well, and who knows you so well, that he can tell you when you are wrong
and you will listen to what he is saying. We can promise you that at some time during
your service on your temple Divan, including the year you are serving as Potentate, you
will be wrong and you will need someone you trust to tell you when this is happening.
We would further suggest that this is a selection that you need to make relatively early in
your Shrine leadership career. We would recommend that you use this Noble as your
“sounding board” as you begin to consider possible ideas to address the needs of your
Nobility and select individuals for your other appointments. In making this selection you
need to remember that it is this Noble that you are going to depend on to make sure that
things get done correctly when you are too busy to personally attend to each and every

detail.
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We also suggest that you identify the Noble who will serve as your travel and
housing chairman at a relatively early date. Sometime late in the year that you are High
Priest and Prophet, or early in the year when you are Assistant Rabban, you will be
notified that you can visit the city where the Imperial Council Session will be held during
the year that you will be serving as Potentate. The purpose of this visit will be to begin
the process of selecting the hotel that you will use for your Nobility at that Imperial
Council Session. We would strongly suggest that both your Chief of Staff (Chief Aide)
and your travel and housing chairman accompany you on this visit so that they are
involved in, and aware of, any and all issues concerning your Imperial housing from the
very beginning. Again our reason for making this suggestion is that these are the Nobles
you will depend on to ensure that the needs of your Nobility are being met when you are
otherwise involved in the business of The Imperial Council and not available to attend to
each and every detail. We would further suggest that you involve these two Nobles in the
planning for your temple attendance at your Shrine Association meetings (which will
generally occur sometime during the year that you are serving as either Assistant Rabban
or Chief Rabban), as again you are going to be otherwise involved in Shrine business and
will need to rely on them to ensure that the needs of your Nobility are being properly
taken care of.

We would further place special emphasis on the naming of your temple
Membership Chairman and the members of your temple Membership Committee.
Hopefully your temple has already implemented the often repeated suggestion that the
Noble named as Membership Chairman hold this position for a minimum of three years
and that there be an Assistant Chairman for Recruitment, an Assistant Chairman for
Retention and an Assistant Chairman for Restoration. If this has not been done in your
temple we strongly recommend you implement this structure for your Membership
Committee. If your current Membership Chairman, or one or more of the Assistant
Chairmen, is to be replaced we would continue to suggest that the Noble named to fill
this position be prepared, and willing, to continue in this position for a minimum of three
years, and that this appointment be made in consultation with the other members of your
temple Divan for whom he will serve. The membership committee is a part of your

temple leadership team. Inasmuch as membership recruitment, retention and restoration
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are absolutely necessary for the continued future of the Shrine, membership is an issue of
the highest priority for all in a Shrine leadership position.

A final segment of your leadership team will consist of your temple unit directors
and Shrine club presidents. These are the Nobles who will be the “front line” leaders for
many of your Nobility. While you may have a choice in naming unit directors, most club
presidents will be elected by the members of the Shrine club. Regardless of how these
“front line” leaders are selected, you must bring them onto your leadership team.
Remember they will have day-to-day contact with your individual Nobles and their
support will be necessary for the temple’s success.

Establishing Your Priorities

As you near the end of the year that you are serving as Assistant Rabban, or very
early in the year you are serving as Chief Rabban, you will need to narrow your list of
possible ideas for meeting the needs of your temple to those that you will seek to
implement during the year that you serve as Potentate. By this time, if you have followed
our suggestions above, you will have discussed these ideas with the others who will be on
your leadership team, and you will have the benefit of their input and suggestions. You
must now review and reconsider each of your ideas, and in further consultation with other
members of your leadership team, establish your priorities for that year. It is important
that you understand that you most likely will not be able to implement all of your ideas in
a single year, therefore we would caution you to consider your priorities carefully.
Remember, it is better to do a few things well than to attempt to do many things and do
all of them half way. Besides, if you have properly built your leadership team and you
have collectively developed an ongoing plan for addressing your temple’s needs, those
things that you do not address can be addressed in future years.

It is at this time that you will need to finalize the selection of those who will serve
as the directors and/or Chairmen of the selected activities and bring them onto your
leadership team. You will need to share with these Nobles what it is that you hope to
accomplish with the activity that you are asking them to lead, and obtain from them the
commitment to be a part of your team. Again, if you have followed our suggestion above
and completed the Activity Description portion of the Temple Activity Planning Form,

now is the time to share this information with these selected Nobles. As you review this
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information with them be sure they understand they are not limited by your working
activity description and encourage them to expand and further develop their assigned
activity description to the fullest extent necessary to meet the identified need(s) of your
temple. You need to make sure that each of these Nobles understands the deadline for
submitting the completed Temple Activity Planning Form, including the proposed
budget, for the assigned activity. (Note: You will need the proposed activity budgets
before you can begin to develop the temple budget required to implement your plan.)
You must also at this time delegate the necessary authority required for selected Nobles
to fulfill the responsibility you have assigned them. The assignment of responsibility
without the authority necessary to carry out that responsibility not only shows a lack of
confidence in the person being assigned the responsibility, it is also a way to insure that
the assigned person will not succeed.
Developing The Budget To Implement Your Plan

As we begin to discuss the development of a budget to implement your plan, it is
important that you remember that upon your election as Chief Rabban you will be
responsible, in conjunction with temple board of directors, for the preparation of the
proposed budget for the ensuing year (the year that you will serve as Potentate) in time
for submission at the temple meeting at which the budget is to be approved. (Imperial
Bylaws Section 334.4(b)) This means that inasmuch as the others on your leadership
team will have an active role in the allocation of your temple’s available resources, it is
necessary that they also have had an active role in the establishment of the priorities for
which these resources will be required. It further means that your budget preparation
process can not be put off until the “eleventh hour.” In fact Section 334.4(c), of the
Imperial Bylaws, requires that the completed proposed budget must be made available
upon request to all members (of your temple) for inspection before it is adopted. In the
following suggested budget preparation activities we suggest that you actively involve
the members of your temple board of directors. Inasmuch as it is the temple board of
directors that is to submit the proposed budget for temple approval, it follows that they
should actively participate in the development of this budget.

There are numerous approaches and attitudes concerning budget preparation. We

would offer the following basic thoughts on this subject. 1) Use a “conservative
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approach” in estimating your proposed income and expenses. This means that in
estimating the income from your fraternal fundraising events, estimate this income on the
“low side,” and in estimating the expenses for your temple activities, estimate these
expenses on the “high side.” 2) Do not attempt to balance your budget with either
inflated income estimates for new temple fundraising events or an initiation fee income
based on an inflated number of new members. This means that in estimating the income
from a new fraternal fundraising event be “exceptionally conservative” in this estimate.
It further means being realistic in projecting the number of new members who will join
your temple during the coming year. (Please note: There are special circumstances, such
as a planned Grand Lodge One Day Class and/or a specific Imperial Membership
Promotion such as the International Shrine Membership Day planned for June 10, 2006,
that could justify a historically inflated number of new members to be initiated in a given
year.) This does not mean that you should stifle the enthusiasm of, or establish low goals
for, the Nobles who are leading and working on these new fundraising events and
Membership recruitment program. It does mean that you need to be realistic and
conservative in the amount of income you include in the temple budget from these
sources. 3) As you proceed in your budget preparation, identify potential “fall back
positions” that can be submitted for temple approval should your fundraising events fall
significantly short of your budgeted estimates. This does not mean that you should “plan
for failure.” It does mean that you should plan for the possible reallocation of available
resources in the event that your fundraising events do not meet expectations. 4) Finally,
we would remind you that while many believe that a budget is nothing more than an
income and spending “guide,” Shrine Law stipulates that “The adoption of the budget
constitutes the appropriation of funds for the purposes indicated in the budget.” (Imperial
Bylaws Section 334.4(f)) This means, as we have previously stated, if X dollars are
budgeted for a given activity, or expenditure, once that amount of dollars have been spent
on that activity, or expenditure, it is necessary to obtain temple approval before additional
dollars are spent on that activity, or expenditure.

As you begin your budget preparation, the most logical question is: Should we
begin with our fraternal fundraising projections and budget our expenses to fit our

income, or should we start with our proposed expenses and develop our fraternal
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fundraising efforts in such a way as to provide for the proposed expenses? We believe
that neither is the best way to begin.

We would suggest that the starting point for your budget preparation are the
proposed budgets that are a part of the Temple Activity Planning Forms (Appendix D) to
be submitted by those you have selected to lead each of your planned fraternal
fundraising events and temple activities. (You will recall that we suggested that you
establish a deadline for submitting these planning forms at the time you designate those
you have selected to lead these events and activities.) Utilizing this budget information
will provide you with information about what those you selected to lead and manage
these fraternal fundraising events and/or temple activities believe they will either make or
plan to spend. By totaling the projected income from the planned fraternal fundraising
events, adding the estimated dues income and new member initiation fees, as provided by
your membership committee, the estimated investment income, as provided by your
temple investment committee and any other income sources identified in the Uniform
Chart of Accounts, you will arrive at an initial estimate of the total resources available for
the funding of your planned activities. Totaling the proposed expenditures for your
planned activities, adding the Imperial per capita and initiation fees and other
membership program expenses, as provided by your membership committee, and the
other expense items identified in the Uniform Chart of Accounts, will provide you with
your initial estimate of the total expenses necessary to implement your established
priorities. We suggest that only after you have arrived at your initial, and independent,
estimated income and proposed expenses you are ready to compare these two parts to
your total budget.

At this point in your budget preparation, unless you very lucky, you will likely
find that the proposed expenses exceed the estimated income. You have now reached the
critical point in budget preparation and the question is: How do you bring these two parts
of your budget into balance? The most obvious answer to this question is to start cutting
expenses until you reach the point where your estimated income will support your
proposed expenses. We would suggest that applying this answer means that you must
adjust your established priorities and thus your entire plan. Another answer to this

dilemma might be to take a less “conservative” approach to estimating the possible
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income from your planned fraternal fundraising events and/or the proposed expenses for
your planned activities. We are inclined to believe that applying this answer is to risk
significant budget issues as you proceed through the year, and it is not a viable response
to your budget balancing effort. So, you ask: How do I proceed? We would recommend
that you begin by carefully reviewing each of the proposed budgets as submitted by your
respective fraternal fundraising and temple activity committees. Review all of the
proposed budgets for duplication of expenditures. In other words, for a proposed
expenditure for the same, or similar items, by two or more committees. Also review all
of the proposed budgets for possible savings that might be realized by a joint use of
certain items. Finally, review all these budgets for the proposed expenditure for a
“Cadillac” when a “Chevrolet” would do the job. If, after this in-depth review of all
proposed budgets you still find that your proposed expenses continue to exceed your
estimated income, we suggest that it is time to go back to each of your committees and
request that they rethink their budget proposal.

Upon receipt of the revised, and final, income projections and expense requests
from your various committees you are ready to convene an “official meeting” of your
temple board of directors to prepare the budget to be presented for approval by the
temple. In this final step in the budget preparation process it is the temple board of
directors that must decide what will be included in the budget to be presented to the
temple for approval. In this process, the board of directors may find it necessary to revise
certain parts of the income projections and/or requested expenses in order to bring the
proposed budget into balance. As the result of these revisions it may be necessary to
revise some elements of your plan and some of your priorities. (Please note: There is no
specific requirement that the board of directors present a “balanced budget” for temple
approval. However the presentation of a “deficit budget” is an indication of future
financial problems and something that should be avoided if at all possible.) Upon
completion of the proposed budget by the board of directors, any revisions in the
submitted income projections and/or expense requests must be communicated to the
committees impacted by these revisions so that they may revise the plans for the activity

for which they are responsible.
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The final step in the budget process is the submission of the proposed budget, as
prepared by the board of directors, to the temple for adoption. In this process you must
be ready to justify to the Nobility the methodology used in arriving at the proposed
income projections, and the reason(s) for the proposed expenditures that are included in
the proposed budget. Remember, this budget presentation is a signal to the Nobility of
the priorities that you, and your leadership team, have established for the year that you
will serve as Potentate and is an opportunity to create enthusiasm and excitement about
the year ahead.

As you can see, the development of a budget to implement your plan is not an
easy process. It is in fact a process that will require your attention and effort for a
number of months prior to the time that it is to be presented to the temple for final
adoption.

A Concluding Word About Implementing Your Plan

Upon your election as Potentate your responsibility is leadership, not
management. While all decisions and actions are your ultimate responsibility, we would
caution you about “micro-managing” during the year you serve as Potentate. You have
selected leaders and managers to the various functions and activities for your temple. You

must now support them in their efforts, get out of the way and let them do their jobs.
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CHAPTER VI

SOME PROBLEMS YOU MAY ENCOUNTER

While it is very important that you approach your responsibility as a Shrine leader
with a positive attitude and commitment to do your very best to meet the needs of your
temple, you need to understand that fulfilling this commitment will not be without
possible problems.

Resistance To Change

The first, and often the most frustrating, issue you may encounter is a resistance to
change. We are sure that you have heard the statement “we have always done it that
way” in response to a question of why certain things are done, or how they are done, in
your temple. We would suggest that this is the weakest possible answer for justifying
why, or how, things are done. With this being said, resistance to change is basic human
nature. People are comfortable with the familiar, and are generally resistant to, and
sometimes fearful of, proposed change. One of the greatest challenges of leadership is
overcoming resistance to change when change is required for the future success of the
organization one is leading.

We can not predict when, or from where, you will encounter resistance to change
within your temple. It may appear when you propose what you consider to be a minor, or
relatively insignificant, change. It is also likely to occur if you propose a major change
within your temple. There is no way to avoid the basic human resistance to change, but
you can overcome it if you are prepared and take the time to fully explain the benefits
that will result from the change you are proposing.

One of the best ways to overcome the resistance to change is the demonstration of
the success that has resulted from a previous change. In other words, “success breeds
success.” Or put another way, the trust that a leader acquires by past performance leads
to confidence the leader knows what he, or she, is doing. We would suggest that as you
have the opportunity to suggest possible changes that would benefit your temple, you
initially propose small changes that are low risk and have a high expectation of success.

Building on these early successes will inspire confidence in your ability as a leader and
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will assist in overcoming the resistance that will surface as you propose the more
significant changes that may be needed for the future success of your temple.
Being, Or Feeling, Ignored In The Early Years

As we have previously noted, upon your election as Oriental Guide you are the
new kid on the block with respect to your temple leadership. (This status applies even in
those temples where the appointed Divan proceeds to the elected Divan. While the newly
elected Oriental Guide in these temples may be well known to the others of the elected
Divan, he has not until this time been a part of the “official temple leadership.”) Itis
possible, and likely probable, that during your first year as an elected officer there will be
times when you will feel that you are ignored by others of the elected leadership. This
may happen when they engage in the discussion of issues that have carried over from the
previous year, about which you are uninformed. It may be that you will be excluded
from these discussions, if you are included your opinion will not be solicited. It may also
happen on discussions regarding budget issues that were initially considered and decided
before you were a part of the temple leadership.

It is important that you not let this feeling of being ignored get you down. It will
pass. The less of an issue you let it become, or make of it, the less it will impact on your
participation as a part of your temple’s elected leadership. We would suggest that if and
when you begin to have this feeling, it is time for you to step forward and say: “Hey
guys, I don’t know what you’re talking about, please bring me up to speed.”
Approaching this issue with such an appeal will indicate to the others on the leadership
team that you care about what is going on in your temple and that you want to be a part of
the team and ultimately contribute to the solution of the issues they are discussing. This
approach will further indicate that you understand that you do not have all the answers
and are willing to listen to, and learn from, them. This approach will also assist in your
being “brought into the fold” and in creating a confidence in your desire to be a part of
the “leadership team.”

Following A Potentate With ‘“Potentateitis

“Potentateitis” is defined as being so impressed with one’s position, and so self-
centered, that every effort is directed to one’s self-gratification or satisfaction.

Everything is about “Me,” “My,” and “l.” The Potentate’s wants, wishes and desires are
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the only things that count. “Potentateitis” is the ultimate manifestation of the “My Year”
way of thinking.

Following a Potentate who exemplifies these traits creates two significant issues
for those continuing in the temple leadership. The first of these issues is to prevent this
from becoming an accepted attitude among those who are, or who may at a future time
become, a part of the temple leadership. The second is restoring a confidence within the
Nobility that those continuing in the elected leadership are dedicated to meeting their
needs and truly have their best interest as the first priority. Addressing these issues is not
as easy as it may sound. The first step in addressing these issues is for those continuing
in the temple leadership to acknowledge that the now Past Potentate was the victim of
“Potentateitis.” In making this acknowledgement there is a risk of sounding critical of a
former leader, and generally speaking expressing such criticism tends to create a negative
feeling within an organization. Therefore, we would suggest that the discussion of this be
limited to the leadership team, and the public approach to addressing these issues be
positive in every respect. The second step in addressing these issues is for those of the
continuing leadership team to recommit themselves, individually and collectively, to
employing such leadership styles that prevent the continuation, and/or the development,
of the traits associated with “Potentateitis.” The commitment to share ideas for
addressing temple issues without regard to who gets credit, and the commitment to work
together for the best interest of the Nobility must be reaffirmed by each member of the
leadership team. The third step in addressing these issues is to demonstrate to the
Nobility that the elected leadership is dedicated to meeting their needs and that their best
interests are the first priority of each and every member of the leadership team. This may
be the most difficult step in addressing this issue as it requires consistent and repeated
efforts by each member of the leadership team to convince the Nobility that the entire
leadership team is committed to serving the Nobility in all that is done.

Addressing the issues arising from following a Potentate with “Potentateitis,”
while difficult and often time consuming, does present a positive opportunity for the

continuing leadership to develop the “team” approach to temple leadership.
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Dealing With A Recorder Or Treasurer Unwilling To Accept Needed Change

In many, if not most temples, the Recorder and Treasurer, who are members of
the temple Board of Directors and thus a part of the temple leadership, are retained in
office for several years. Generally speaking this does not create a problem, and in fact,
the continuity that these individuals provide is helpful in the annual transition from one
administration to the next. Regrettably there have been, and will continue to be,
occasions when an individual who has served as either a Recorder or a Treasurer for a
number of years becomes so entrenched in his position that he comes to believe that there
is no reason to change the way things are done. He acquires the attitude “we have always
done things this way and I am not going to change.” As stated previously, such a
resistance to change is a part of human nature and the longer an individual has held a
given position, and the more comfortable he is with the way things have been done in the
past, the greater this resistance may be.

Like most problems you will encounter there is no simple, one size fits all,
solution to this issue. We would suggest the best way to address this problem is to
prevent it from even occurring. You can accomplish this by involving your Recorder and
Treasurer as a part of your leadership team from the very beginning of your Shrine
leadership experience. Take the time to talk with your Recorder and Treasurer about
what is going on in your temple, share with them your thoughts and ideas about
strengthening your temple and provide greater opportunities for your Nobility to enjoy
the Shrine. Listen to what they say about what they believe needs to be done and how it
can be accomplished. Remember these are dedicated Nobles who have given
considerable time and effort on behalf of your temple. Consider how you would feel if
you were in their position and someone proposed major change without even talking to
you. You may be surprised by what you learn. It is just possible that you will learn some
things you do not know about what has been tried in the past, what has worked and what
has not, and what might be done now from having such talks with your Recorder and
your Treasurer.

Unfortunately there is be a possibility, even though you make every effort to bring
your Recorder and Treasurer onto your leadership team, that some few of you may face a

situation where one or the other of them will be unwilling to accept, and support, the
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changes that the others of your leadership team believe are necessary for the future
success of your temple. This presents a most difficult problem inasmuch as these officers
are elected by the Nobility and there is no procedure for you to remove them from office.
Should you be faced with this dilemma there are very few options available to you. We
have no “pat answer” for addressing this problem, and without knowing the individuals
and issues involved we have no specific suggestions as to how to address this problem.
We raise it here only because you need to know that it may happen and if and when it
does, it is a problem that you will need to address.

(A special note to the Recorders and Treasurers reading this Handbook: It is not
our intent to suggest that because of your long and dedicated service you will be
unwilling to support needed change. Those of you who have served as a Recorder or a
Treasurer for any period of time have all heard the stories about some of your
counterparts who have been at odds with the other elected officers of their temple and
you know how disruptive and divisive this situation can be. We mention it here as
something that those in the elected line need to know and something some of them may
face. As we said above, this is something that can and should be prevented from ever
happening.)

Dealing With Past Potentates Who Either Cannot, Or Will Not “Let Go”

Some of you who are reading this handbook will face the issue of dealing with a
Past Potentate, or group of Past Potentates, who cannot accept the fact that he, or they,
are no longer in charge and who continue to believe that the way they did things is the
only way to operate your temple. There is a saying within the volunteer leadership
community that goes “there is nothing as past as a past president.” This saying applies to
Past Potentates. Yet all too many who become a part of this group develop the attitude
that because of their past service, everything that is done should be cleared with them and
all temple activities should be “free” for them.

Like dealing with an entrenched Recorder or Treasurer, dealing with some Past
Potentates presents a most difficult issue. These are individuals who have dedicated
several years of their lives to serving the Shrine and Shriners Hospitals for Children. For
the most part they sincerely care about what is going on in your temple, and with our

hospitals, but they just cannot accept the fact that things have changed and what they did
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during “their year(s)” may no longer be appropriate or work in your temple today. Just
like with a long-serving Recorder or Treasurer, the Past Potentates frequently have a base
of support among some of your Nobility, especially with those who were active during
the time they served in the active temple leadership; they cannot be ignored. The
question therefore is, how do you deal with these former leaders who can’t, or won’t, let
go?

Again, we have no “one-size-fits-all-answer” for addressing this issue. We
present this issue here as something that you may be forced to deal with, and we would
suggest that you consider meeting individually, and/or collectively, with your Past
Potentates frequently as you proceed through your Shrine leadership experience. Such
meetings will provide you with a better understanding of what has been done in the past
and why it was done. These meetings could further allow you the opportunity to
convince these former leaders that what you are proposing is necessary and result in
either their support or, at the every least their agreement not to oppose what you are
proposing.

Looking Out For “Mrs. Potentate”

We now tread on very dangerous ground as we suggest that you need to be aware
of avoiding the appearance that your lady is running the temple when you become
Potentate. There is no question that the ladies of the Nobility play a very important part
in the Shrine. They not only contribute to the social life of your temple, they are an
invaluable asset in the recruitment of new members; and the concern they show for the
children being treated by Shriners Hospitals for Children is beyond question. These
ladies make untold sacrifices in allowing you and the others of your Nobility to
participate with your temple. They are truly a positive force in the Shrine of North
America. With this being said, the Shrine is a man’s organization and care must be
exercised to avoid the appearance that your lady, or any group of ladies, is running your
temple.

We fully recognize that your lady is your most trusted friend and advisor and that
“pillow talk” about temple issues cannot be avoided. In fact it is impossible for you to
check your Shrine involvement, and the issues you are dealing with as a Shrine leader, at

the door when you go home.

50



We would suggest that there are appropriate, and positive, ways for your lady, and
other ladies of the Nobility, to be involved in the activities of your temple. Inasmuch as
it is likely that you are going to discuss temple issues with your lady, listen to her
suggestions. Just because your lady is not a Shriner does not mean that she may not have
a good idea about how you might address a given issue or problem within your temple.
We know numerous ladies who are, or would be if given the opportunity, exceptional
leaders. We would further suggest that involving your lady and other ladies of the
Nobility in some of your temple committees is not an inappropriate involvement. This is
particularly true for committees dealing with social activities, the recruitment of new
members and activities dealing with the children being served by Shriners Hospitals for
Children. We would also suggest that involving your lady and/or other ladies of the
Nobility in a strategic, or long range, planning activity will provide you with needed, and
often overlooked, perspective that should be considered in any such planning effort.

(You will recall that we suggested including the ladies in the discussions we
recommended you hold with those who will serve on your leadership team during the
year you serve as Potentate.) Providing for such positive participation by your lady will
make her feel that she is a part of your Shrine involvement and contribute to the
enjoyment of your Shrine leadership experience.

Still we caution that some of your Nobility, and some of their ladies, will not look
kindly on what they perceive to be a “Mrs. Potentate.” We strongly suggest that you
make every effort to avoid involving your lady in the “political” side of the Shrine, and if
at all possible avoid discussing personality issues concerning the Nobility, and/or their

ladies, when you talk with her about temple issues.
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CHAPTER VII

WHERE YOU CAN GET HELP

As you proceed through your Shrine leadership experience, you are going to have
untold questions and encounter untold issues and problems. Our purpose in this chapter
is to suggest to you some places where you can turn for help in answering these questions
and dealing with these issues and problems. This is not to suggest that you can expect
someone else to do your job or fulfill your responsibility. It is to let you know that you
are not alone in what you are seeking to achieve and there are those who are willing, and
ready, to assist you if only you will ask for their help.

The Imperial Seminars For Oriental Guides And Assistant Rabbans

We cannot over emphasize the importance of your attending the Imperial
Seminars for Oriental Guides and Assistant Rabban Seminars. These programs have
been specifically developed for the purpose of providing you, and your fellow elected
line officers, with the information necessary for you to accomplish the objective of
leading your temple into the future. The material included in these seminars is directed at
providing you with best information possible to assist you in being a Shrine leader. The
individuals who present this information are experienced and knowledgeable about the
subjects they are presenting. We believe the addition of a leadership-training segment,
beginning with the 2006 Oriental Guide and Assistant Rabban Seminars, will be
significant. This segment will specifically address the development of the leadership
skills necessary for you to effectively lead your temple.

We would suggest that a significant benefit of attending these seminars is the
opportunity to interact with your counterparts from throughout the Shrine of North
America. This opportunity to talk with other Shrine leaders provides you with an
excellent opportunity to learn what other temples are doing that might assist you in
addressing a similar issue or problem in your temple. We would further suggest that this
interaction will assist in achieving one of the few personal benefits of Shrine leadership,

the development of friendships that will last a lifetime and thus in a small way justify all
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of the time you will devote to, and all of the sacrifices you will make, in being a Shrine
leader.

While we believe that the Imperial Oriental Guide and Assistant Rabban Seminars
are a must for temple line officers, we would strongly encourage all temples to participate
in the other seminars provided by the Imperial Council. These include Membership,
Public Relations, Recorders and Treasurers Seminars. These Imperial Seminars are
directed at a specific area of activity and intended to provide the participating Nobles
with the best information possible to assist them in performing their respective functions
in their home temples.

A concluding word about using what the Nobles attending all of the Imperial
Seminars learn and bring home. Each of the seminars is updated and improved each
year. When the Nobles representing your temple return home please do not downplay, or
dismiss out-of-hand, the information they bring with them. Allow them the opportunity
to share what they have learned, and how it might be of assistance in your temple, with
your entire leadership team. These seminars are conducted for the purpose of assisting
the temples of the Shrine of North America. Please use what is provided for you.

Shriners International Headquarters — Office of the Executive Vice President

Your Shriners International Headquarters is a treasure chest of information and
assistance and all you have to do is ask. Appendix E is a listing of key Headquarters
employees, showing the primary area of responsibility for each. All are available to
answer any question you may have concerning their area of responsibility.

We would suggest that your first point of contact at Shriners International
Headquarters be with the Office of the Executive Vice President. The Shrine is most
fortunate to have a Noble serving in this office with over 30 years of experience working
with the Shrine of North America. We would venture that you will not have a question,
nor will you encounter a problem, that Charlie Cumpstone has not dealt with in the past.
While Executive Vice President Cumpstone has announced his retirement during 2006,
we are confident that his successor, Noble Mike Andrews, who has served as the
Corporate Director of Public Relations for several years, will continue the same high
level of assistance we have come to expect when contacting Shrine Headquarters. We

would advise you that if you ask Charlie or Mike a question, or request their assistance in
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dealing with a specific issue, you will not get a “sugar coated” answer or advice. They

will tell it like it is and the way Shrine Law requires that it be addressed.

Your Temple Recorder, Treasurer and Past Potentates

Your Recorder, your Treasurer and your Past Potentates are invaluable resources
for information about your temple. While in the previous chapter we discussed a
problem some of you may encounter with one, or more, of these individuals, we now tell
you that we sincerely believe that such occurrences will be the exception and not the rule.
The overwhelming majority of these Nobles are more than willing to help you in any way
possible, if only you ask for their assistance. Thus, we strongly suggest that you get to
know these Nobles and when you have a question, or encounter a problem, that you seek
their advice and counsel.

In most temples the Noble serving as Recorder will remain in office for a number
of years, and in the recurring performance of the duties of this office he will acquire a
body of knowledge, and information, about the day-to-day activities and operation of the
temple that is generally unavailable to the other members of the temple leadership team.
We would observe that because it is the Recorder that the Nobility will generally talk to
when they contact the temple office for information or assistance, the Recorder will have
more one-on-one contact with the Nobility than any other member of the temple
leadership team. The Recorder may well be the first of the temple leadership team to be
aware of issues raised by the Nobility. (We are aware that a number of temples have
created the position of executive director, or business manager, and that many of the day-
to-day functions of the Recorder have been vested in this position. In these temples the
Noble holding this position is an equally valuable resource for seeking answers
concerning the status of day-to-day operations and the issues being raised by the Nobility
in their contacts with the temple office.)

Like the Recorder, the Treasurer in most temples will remain in office for a
number of years, and the recurring performance of the duties of his office will provide
this Noble with a far better understanding of the financial issues than any other member

of the temple leadership team.
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Generally speaking, most Past Potentates understand that they are “Past” and will
not seek to interfere with current activities and/or operation of the temple. This does not
mean that they are no longer interested in, or care about, what the temple is doing or how
things are being done. It is hard for anyone who has dedicated the time and energy that is
necessary to progress through a temple leadership line to not continue to have strong
feelings about the Shrine and Shriners Hospitals for Children. The Past Potentates have
been where you are and they have experienced the same issues, and frustrations, you are
now facing. They are an excellent resource for you when you have a question or need
advice on how to address a specific issue.

Throughout this handbook we have emphasized the need for you to learn about
your temple. We would suggest that getting to know and talking with your temple’s
Recorder, Treasurer and Past Potentates is one of the ways to meet this need.

A “Temple Review and Counsel (TRAC)” Visit

One of the recent services developed and provided by the Imperial Membership
Committee is conducting an in-depth review and evaluation of a temple’s programs and
activities in the following areas: 1) Leadership Development, 2) Membership
Development, 3) Masonic Relations, 4) Ceremonials, Meetings and Programs, 5) Public
Relations, 6) Finance and Fundraising, 7) Building and Facility, 8) Shrine Clubs and
Units, 9) General Information and Administration and 10) Shriners Hospitals for
Children. This evaluation is conducted by a Noble, from outside the temple being
evaluated, who has been trained to conduct it and provide recommendations for
improving the temple’s programs and activities in the areas evaluated.

The most significant benefit of a TRAC visit is that it will provide an outside
objective look at your temple, what you are doing and how you are doing it. There is
much truth in the saying “You are sometimes so close that you can’t see the forest for the
trees.” Having an outside objective evaluation of your temple will assist you in
identifying many of your temple needs while at the same time providing you with
specific recommendations to meet these needs.

Currently TRAC visits are scheduled on a priority basis which is related to a

temple’s recent membership decline. If you are interested in requesting a TRAC visit for
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your temple you should contact Imperial Sir Jack H. Jones, Imperial Recorder, in the

Membership Development Office at Shriners International Headquarters.
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CHAPTER VIII

THE CHALLENGE - WILL YOU ACCEPT IT?

In the preceding chapters we have presented you with information about the
position you now hold in your temple and in the Shrine of North America. We have
offered suggestions about what you need to learn, what you need to do, and where you
can find help in meeting the responsibilities of being a “Shrine Leader.” To be perfectly
candid with you, this handbook has evolved into a longer document than was envisioned
when it was started, and while we are somewhat inclined to apologize for taking as much
of your time as was required to read it, we don’t because we sincerely believe that all of
the information included is important for your future success. We now approach the final
CHALLENGE AND QUESTION.

But before we get there, allow us some closing observations:

* Being a leader is not easy; It requires time, effort, desire, commitment, and
sacrifice.

* Being a leader is not about you, it is about those you are leading.

* Leadership is not just about doing the job, it is also about preparing others
to do the job when you are no longer there.

* Leaders don’t seek praise they seek opportunities.

* Recognition as a leader is not something you deserve; It is something you
earn.

The CHALLENGE is for you to be the leader necessary to lead your temple and
the Shrine of North America into the future. And the QUESTION is, “Will you accept
this CHALLENGE?” THE FUTURE OF THE SHRINE AND SHRINERS HOSPITALS
FOR CHILDREN IS IN YOUR HANDS!
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Appendix A

Leadership Stvle — Self Analysis

1. Describe your “leadership style.” (Be honest with yourself!)

2. Does your leadership style: Yes/No
a. Encourage participation by all members of your organization?
b. Create positive feelings among your organization’s members?

c. Encourage your leadership team members to disagree with
you?

d. Promote the full exchange of ideas and alternatives for
achieving the organization’s goals?

e. Create an atmosphere that leads to consensus building
when there are disagreements about the best course of

action?

f. Create the feelings of loyalty and trust among your leadership
team and within your organization?

g. Permit your leadership team members to perform their
assigned responsibilities without your interference?

h. Demonstrate your commitment to your organizations
goals and objectives.

1. Demonstrate your understanding of your responsibilities?

J- Allow you to be accessible to your leadership team and
the members of your organization?
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3. Would a change in your leadership style: Yes/No

a. Improve your leadership effectiveness and/or the
productivity of your organization?

b. Be good for your organization?
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Appendix B

Characteristics Of A Leader — Self Analysis

1. Of the eight Characteristics of a Leader — Which are your two strongest?

a.

b.

2. Of these eight Characteristics — Which are your two weakest?

a.

b.

3. Considering your strengths:

a. Can you use your strengths to make up for your weaknesses?

b. How or why not?

4. Considering your weaknesses:
a. Do your weaknesses lessen your ability to be an effective leader?

b. How or why not?

c. What are you doing, or planning to do, to strengthen your weaknesses?
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People Skills — Self Analysis

1. In your day-to-day dealings with people:

a

b.

. Are you considerate of other people’s feelings?

Are you understanding when those you work with
do not demonstrate the same level of commitment
as you?

. Are you understanding of the family and job

demands on an individual’s time when you ask
them to assist you?

. Do you generally believe people are truthful with you?

. Do you make yourself available to talk with people

even though you are busy?

f. Can you accept constructive criticism without becoming

defensive?

. Do you make an effort to compliment someone who

has done a good job?

. Do you follow through when you commit to provide

someone with information or assistance?

1. Do you agree that there is no such thing as a “dumb

question?”

J- Do you generally believe that people like you?

2. When you talk with people either individually or in a group:

a. Do you truly listen to what they are saying to you?

b.

Do you talk with them, not to them?

c. Are you forthright and honest even though
you may say something they do not wish to hear?

AS
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d. If you are asked a question for which you do not know the
answer, do you admit that you do not know the answer
and offer to get it for them?

e. In discussing controversial issues, are you able to avoid
becoming emotional and discuss such issues in a civil
and logical manner even though the person you are
talking with has a totally different view?

f. Do you make an effort to avoid attempting to impress
people with how busy or important you are?

g. Do you avoid, or at least minimize, the use of the words
“I, me or my” and emphasize the words “we, us or our”
in talking about organizational goals or activities for
which you are responsible?
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Appendix D

SHRINERS A.A.O.N.M.S.

TEMPLE ACTIVITY PLANNING FORM

Proposed Activity

Proposed Date(s)

Alternate Date(s)

Chairman or Director

Address

Phone numbers:  (Home) (Office)

Email

TYPE OF ACTIVITY - CHECK ALL THAT APPLY

( ) Nobility activity ( ) Nobility and Ladies activity ( ) Ladies activity
( ) Family activity () Temple fundraising activity ( ) Community activity
() Shriners Hospital fundraising activity

Estimated number of Nobles to be involved in this activity

SECTION 1- ACTIVITY DESCRIPTION

(Answer the questions, What, Where, When and How about the proposed activity. Be specific
as to what the proposed activity is intended to accomplish and the benefits to Temple

and its members.)
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SHRINERS
ACTIVITY PLANNING FORM
PAGE 2

SECTION 2 -ACTIVITY MANAGEMENT
CHAIRMAN
VICE CHAIRMAN

COMMITTEE MEMBERS (List committee members. show sub-chairmen by title)

SECTION 3- ACTIVITY PLAN OF ACTION

List in chronological order the steps to be taken to conduct the proposed activity. Be
specific as to dates for promotion of the activity and other critical dates. Use additional
pages if needed.
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SHRINERS
ACTIVITY PLANNING FORM
PAGE 3

SECTION 4- ACTIVITY APPROVAL

To the Activity Chairman:
Submit two (2) copies of this activity proposal to the assigned Divan member.

Assigned Divan Member Approval Date

To the Assigned Divan Member:
After you have reviewed and approved all sections of the proposal, sign, date it, and forward to
the Potentate for approval.

Potentate Approval Date

Final Report Format
The final report for this Temple activity should follow the outline below and should be as

complete as possible.

Face Page L . . L
a) The title of the activity including the temple program year in which it occurred
b) An indication that it is a final report
c¢) The date the report was submitted to the temple office

A Capsule Summary of What Occurred
a) Date
b) Place
¢) Attendance
d) Net financial proceeds (profit or loss)
e) Significant events and significant assistance

An Evaluation of the Event
a) What went well
b) What did not go so well
¢) Unanticipated problems
d) Recommendations for improvement

The Committee
a) If a committee was used name them
b) A list of significant individual helpers

A Financial Accounting
a) Summary of revenue
b) Summary of expenses
¢) A Calculation of Net Revenue

Attachments
a) A copy of the temple activity planning form used to gain project approval
b) Samples of letters used to: gain assistance, offer thanks for help or seek advice
c¢) Copies of all contracts entered into by the temple for the event
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Shriners Activity

Budget

Activity

Prepared by

Date prepared

Anticipated Expense

Projected

Actual

Item Description

Amount

Cost

Cost

Difference

Totals

Anticipated Income

Projected Attendance/Income- Nobles

Projected Attendance/Income- Public

Projected Other Income

Actual Attendance/Income

Actual Other Income

Projected Net Income (Expense)

Actual Net Income (Expense)
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Appendix E

SHRINERS INTERNATIONAL HEADQUARTERS
KEY CONTACTS BY AREA OF RESPONSIBILITY

(As of February 2006)

Telephone No. (813) 281-0300

Area(s) of Responsibility

Imperial Council

Issues and questions dealing with the Imperial Bylaws,
fraternal complaints, fraternal fundraising, circus and
animal cruelty issues, parades, and general issues and
questions dealing with the Imperial Council and the
operation of temples.

Imperial Membership Programs, Masonic Relations and
TRAC visits.
Membership information.

Imperial Potentate’s schedule and questions on Shrine Protocol.

Issues and questions concerning Imperial Council Session;
housing and registration for the Oriental Guide and Assistant
Rabban Seminars

Issues dealing with the Imperial Directory and questions
concerning temple bylaws and shrine clubs.
Questions concerning temple monthly membership reports.

Questions and issues concerning the payment of the Imperial
Per Capita Tax and the Hospital Levy.

50-Year Membership Pins and Certificates.
Questions concerning new member certificates.
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Contact Person

Michael Andrews
Imperial Council
Executive Vice President
MAndrews@shrinenet.org

Imperial Sir Jack H. Jones
Imperial Recorder
JJones@shrinenet.org

Janet Mahon
JMahon@shrinenet.org

Helen Wilton
HWilton@shrinenet.org

Shirley Kastner

Convention Coordinator
SKastner@shrinenet.org

Cheryl White
CWhite@shrinenet.org
Nancy Miller

Nancy Miller
NPMiller@shrinenet.org

Chris Harrison
CHarrison@shrinenet.org



Temple dues cards.

Questions dealing with Imperial Public Relations
programs and media inquiries.

Public Relations materials (brochures, billboards, etc.)
Membership promotional materials

Issues and questions concerning temple accounting,

temple budget reports, and reports on temple

funding activities for the benefit of Shriners Hospitals.
Questions and issues dealing with computer and information

systems and Temple support.

Reporting of auto accidents involving Shrine vehicles.

Shriners Hospitals Activities

Issues and questions concerning Shriners Hospitals
for Children.

Issues and questions dealing with contributions to
Shriners Hospital for Children, wills and bequests
for Shriners Hospitals for Children and questions

dealing with the Imperial First Lady’s program.
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Gem Bush
GBush@shrinenet.org

Alicia Argiz-Lyons
Corporate Director, Public
Relations
AArgiz-Lyons@shrinenet.org

Public Relations
Shrinepr@shrinenet.org

Bob Phillips
Director, Temple Accounting
BPhillips@shrinenet.org

Jim Pecka
Director, Temple Support
JPecka@shrinenet.org

John Veale
Director, Risk Management
JVeale@shrinenet.org

Jim Full

Shriners Hospitals

for Children

Executive Vice President
JFull@shrinenet.org

I1l. Sir Ed McGonigal, PP
Director, Donor Relations
EMcGonigal @shrinenet.org





