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Introduction
This booklet has been prepared to assist brethren to improve the 
performance of their lodge, by developing a business plan that identifi es the 
goals, objectives and actions that they deem necessary to achieve long term 
success.

It provides a stage by stage process to achieve this and poses relevant 
questions for some of the topics covered. These have been designed to 
assist the brethren in identifying the various concerns or actions necessary 
to successfully develop a plan and put it into action. 

This approach has been taken in recognition of the fact that all lodges have 
and may wish to retain and build on their own unique character.

A wide range of suggested and tried actions is also included in the latter half 
of the booklet as a means of providing ideas for lodge members to consider, 
or vary to suit their particular circumstances.

This is not an exhaustive list and many lodges already have developed ideas 
into plans, which have proven successful for them and worthy of being shared 
with others.

How to begin?
The lodge resolves the appointment of a Planning Team to draft a plan within 
a stated time frame for the members to consider at a meeting planned for 
that purpose.

Several enthusiastic members simply agree to meet together to assemble 
their own ideas and suggestions as the basis of a plan and a means of 
putting it into action and seek permission to make a presentation at a lodge 
meeting along the lines of:

 “These are the problems we see facing the lodge today and what
the likely outcome will be of doing nothing”.
 “These are some of the actions we suggest will in time reverse the 
negative trends”.
“What do the members think”?

•

•

•
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Answer One
They don’t account for issues that are in the way of success.

Why is that? – These issues are not identifi ed and acted on. 

So what do we do? – The issues must be identifi ed and addressed.

Answer Two
The plan is too limited in scope or limited to only one aspect of the lodge.

So what do we do? – The plan must address all components of the lodge 
i.e. Administration, Ceremonial, Benevolence, Finance, Masonic Education, 
Membership, Property and Publicity.  The plan also requires both long and 
short term elements.

Answer Three
There is no management process to implement the plan, or the action plans 
lack priorities, or there is no part of the organisation dedicated to planning.

So what do we do? – Form a Planning Team and then develop an action 
orientated plan

Answer Four
Left for the Master to organize and run.

So what do we do? – The Master has enough to do in his year, don’t burn 
him out.

Comments: 

Why do lodge plans fail?
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So who should be on the Planning Team?
Any enthusiastic member of the lodge.
A brother who may have a particular skill, which will be of benefi t.
Recommended a committee of at least 4.
It is recommended that the Master who already has a very full set of 
responsibilities be ex offi cio.

They must be a proactive group within the lodge.

Record your own answers for discussing with others:

•
•
•
•

The Planning Team
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What should the Team’s responsibilities be?

Suggestion
The Team should be charged with developing and once approved, 
managing the Lodge Business Plan and its associated Action Plans.
The Team should be accountable to the lodge, nominated and elected 
annually in the same manner as are the offi cers of the lodge.
It should consist of brethren having specifi c responsibility for 
Administration, Benevolence, Ceremonial, Family, Finance, Masonic 
Education, Membership, Property, Publicity, Refectory and Social.
The Team should be looking for new ideas, new programmes – and above 
all be forward thinking.

Record your own version for discussing with others:

•

•

•

•
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Identify the Issues
It is important that before any planning has begun, the issues are identifi ed 
and agreed by the members. This will then provide a useful guide for the 
Planning Team to begin work on.
Gathering the issues requires “openness and freedom of speech”.

This may be achieved by:
Holding discussion meetings that are open to all members.
Preparing, circulating and gathering the results of a survey of
all members.

Bring all the issues raised together for discussion. Everyone must understand 
and agree on what the issues are or agree to discard them.

Note how you might gather the issues:

•
•
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Defi ne your responses to the Issues  

Some suggested ways to deal with the issues at a meeting:

ISSUE 1: 
There is no process in place to gather information.

Suggested response:
• Visit successful lodges and see what is going on.
• Become involved in District activities.

ISSUE 2: 
There is a lack of communication within the lodge.

Suggested response:
•  Hold monthly review meetings (Planning Team or informal meetings of 

members).
• Increase contact with the offi cers and members including new 
 members.
• Brief the members at every meeting on up-coming events and visits.
• Improve the newsletters and lodge summons.
• Develop a telephone tree.
• Introduce a Buddy System – Mentor Programme.

Defi ne responses for other possible issues in your lodge:



8

Member Surveys – Some Suggested Methods

A simple means of ascertaining what all the members think of the current 
situation in their lodge is to send them a survey, enclosing a reply paid 
envelope.

To be effective, a follow up should be made to gather any surveys not 
returned and to gain credibility a summary of the results should always be 
published to them.

These surveys should be kept to one page. Ask simply phrased questions 
that call for a ‘yes’ or ‘no’, or a rating of 1 to 5 in regard to performance. 

Such a survey could include a request to rate the lodge in say:
Communicating with members.
Ritual work and other ceremonial.
The length of the meeting, is it too long? – business session,   
reception of visitors, the ceremony.
The lodge room lighting levels or state of the seating.
Refectory proceedings, the supper or the refreshments.
The lodge’s benevolence activity.
The previous lodge social.

Also consider obtaining the opinion of the ladies on relevant matters.

For each item ask for 2 or 3 ideas for improvement.

Notes of other topics that could be surveyed:

•
•
•

•
•
•
•
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Begin Writing the Plan
Setting Goals and Objectives

All these responses will form a useful basis on which to establish a set of 
Goals and Objectives. 

Examples of goals and objectives are:

Annual
As a means of retaining existing members, encouraging attendance at 
meetings, suppers and refreshments could be improved and refectory 
proceedings reviewed.
To enable members to have greater input into the affairs of the lodge, the 
Standing Committee could become open to all members.
To improve communications, a list of members quoting wives and partners 
names, addresses, telephone numbers and e-mail or fax numbers could 
be compiled and circulated regularly.
Communications circulated by electronic means and/or the use of 
a monthly newsletter, members could be regularly informed of new 
developments.

These goals are designed with the objective of increasing average attendance 
at meetings by 33%.

Five Years
By year xxxx the lodge will have:

Increased its attendance to 50% of the total membership.
Recruited 15 members, new candidates and/or joining members.
Formalised the mechanism for reporting progress back to the lodge.
Created a family atmosphere, a sense of belonging and a pride in 
the lodge and in Freemasonry among members, their wives, partners and 
lodge widows.

Discuss and consider some goals and objectives that may be appropriate to 
your lodge:

•

•

•

•

•
•
•
•
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Key Performance Indicators
Another important factor will be establishing a means to monitor and report 
the results.

A simple record will prove useful in measuring the success or otherwise of 
the lodge’s plans. This could be done on a spreadsheet and graphs made as 
and when required.

Over a longer time frame these fi gures will prove a useful guide to the lodge’s 
performance.

The record could include:
Membership totals at regular intervals.
The average number and percentage of members attending each 
meeting.
The work performed at each meeting.
The average age of the members at regular intervals.
Attendance numbers of both brethren and wives/partners at 
social events.

Notes for developing your lodge’s reports:

•
•

•
•
•
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Adopting the Plan and Reviews
Adoption Process

While drafting the Plan, the Planning Team should give some thought to 
how and when it may be adopted. A process needs to be created.
All the members of the lodge should have the opportunity at some stage 
of having input. 
Once any amendments are made, the fi nal draft should be formalised by 
being adopted at a regular meeting.
A means of enabling members to have input might be by:

Allocating one of the regular meetings to introduce the proposed 
plan with the aid of a PowerPoint presentation.
Holding an open informal meeting in a less formal setting.
Providing all the members with an advance copy with an explanation 
of what is intended so that they may be able to make a reasoned 
contribution to the discussions.

Note your ideas for an adoption process that may best suit your lodge:

•

•

•

•
•

•
•
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Review Process and Accountability
This is also an opportunity for the Planning Team to account to the 
members for their actions during the preceding twelve months.
All members should be given the opportunity of having input into 
these reviews and therefore a process for doing this should also be 
developed.

Note your ideas for a review process that may best suit your lodge:

•

•
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Action Plans
These are essentially what will be done and what follows is a series of briefl y 
outlined plans and comments that have been developed and are being 
successfully used in lodges today. They are listed alphabetically by the main 
topic headings.

Administration
Some ideas for improving the administrative arrangements in the lodge may 
be to consider:

Distributing a copy of the minutes with the notice paper.
Reviewing the contents and layout of the notice paper to make it more 
appealing.
Reviewing notice papers produced by other lodges for ideas.
Reviewing the Installation Programme in a similar way.
Using offi ce e-mail where possible for communication with members, with 
Grand Lodge offi ce and others in regard to day to day matters.

Note your own ideas here:

•
•

•
•
•
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Benevolence
It should not be forgotten that the Charge in the North East Corner is a 
reminder that Benevolence plays an important part in the thoughts and 
actions of every true Freemason.

The Brother who has responsibility for this part of the Plan need not be the 
Almoner, but should work with him to achieve the goals set by the Lodge.

However when considering Benevolence objectives, some thought should 
also be given to:

•    Ways and means of increasing member’s contributions to the Freemasons’ 
Fund of Benevolence. 

This might be achieved by annually promoting the Fund to the members  
at an appropriate time, highlighting for instance the amount and/or 
details of any grants made by the Freemasons of New Zealand Board 
of Benevolence to any projects in your District.
It can also be achieved by making a minimum voluntary contribution 
amount on the Dues Notice.

•  Establishing a means of making visits or some other form of contact 
with members no longer able to come to lodge and that reports of such 
contacts are made in the newsletter for the interest of all members.

•    Ensuring similar regular contact and reports are made concerning  
widows. Consider also inviting them and a family member or a friend, 
if they don’t already know some members and wives in the lodge, to 
social occasions with the lodge, or the members paying their costs and 
someone also picking them up.

•    Taking steps to also ensure that the Planning Team member responsible for 
Benevolence and/or the Almoner, is familiar with what charitable trust and 
assistance may be available from your lodge, the Board of Benevolence, 
or the local Almoners’ Association, the qualifi cation requirements and the 
means of making application for it.

Note your own ideas here:

•

•
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Lodge Meeting
Boredom and a general disinterest by members in their lodge results from a 
variety of causes such as:
•  Poor planning for the meeting or no planning at all.
•  Boring business sessions.
•  Prolonged ceremonies.
•  Lacklustre standard of ritual presentation.
•  Too much time spent sitting inactive in the lodge room.

Confusion and disharmony can also arise through constant unplanned 
changes to the lodge’s customs and practices as a result of newer members 
affi liating from other lodges.

The failure to document customs and practices, to provide instruction in 
them, or to manage a change through a planned process, could well be some 
of the main reasons why so many mergers of lodges have not succeeded.

Planning and timing of the meetings
When planning lodge meetings, it is important to know how long the various 
parts of the meeting will take so that boredom and frustration may be curtailed 
by the elimination of any wasted time. Meetings too may become more 
interesting by introducing new initiatives designed to capture and/or retain 
the interest of members. What follows are some suggested initiatives.

Pre-meeting conviviality
Many lodges have now introduced a pre-meeting activity for about half an 
hour, offering wine & cheese, or soup, or tea & coffee, which is proving very 
successful.

Reception of Master and Tyling the Lodge
Tyling on time is crucial to a successful start to the evening and is within 
the power of the members especially the Director of Ceremonies to ensure 
it happens.

Business Session
This must be well planned at least 24 hours before the meeting.
The Master should ensure that the Secretary, Treasurer and Director of 
Ceremonies are all aware of any issues relative to their responsibilities and 
that they have such matters in hand.
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Ways to reduce the time taken in running the business session of the lodge 
include:

Minutes – Circulate them to every member with the notice paper, take them 
as read and confi rmed accordingly.
Matters Arising – Have plans ready to handle any matters that may arise.
Treasurer’s Report and Accounts – If an annual budget has already 
been approved, consider why the Treasurer needs to read out the usual 
monthly accounts followed by a motion to authorise their payment. Perhaps 
a resolution could simply empower the Treasurer to pay all accounts that 
are within budget and to only seek approval at a meeting if and when there 
are any items at variance. However for the information of all members all 
accounts that are paid should continue to be listed in the minutes. This of 
course still provides members an opportunity to comment on any account, 
as minutes are subject to approval at the next meeting.
Correspondence – The Master and Secretary should do their own homework 
before each meeting and have researched, investigated and have a suggested 
plan of action readily available as necessary. While the Secretary should 
record all correspondence in the minutes, the members might consider 
asking that he only paraphrase those letters that are necessary to be raised. 
He need not raise anything of a purely administrative nature at all.
Almoner’s Report – This is an important procedure and extra time should 
be given to ensure that all reports of ill health are given.
Collection –- This can be taken up at any time during a routine report or 
under general business.
Ballot – The Director of Ceremonies should ensure that those participating 
in a ballot know their responsibilities, prior to entering the lodge. When the 
Senior Deacon collects the remaining ballot balls there is an opportunity for 
the Junior Deacon to be asked to take up a collection at more or less the 
same time.

Reception of Visitors
The lodge should ensure that all visitors are received at the published time 
as part of its business session plans.

However, should there be an unavoidable delay, it is a courtesy that the lodge 
should inform the visitors of the delay. That should be the responsibility of the 
Director of Ceremonies.
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Ideas for change
•   Consider inviting any visitors who have arrived early to enter the lodge with 

the members. Immediately after opening the Master can simply welcome 
them. They may stand, but remain at the seats they have occupied.

•   If there are not many visitors to be received.
  Consider the Inner Guard making his report regarding the fi rst visitor 

through the Junior Warden and thereafter being directed by the Master to 
make further reports direct to him.

•   If the Director of Ceremonies determines that there are a large number 
of visitors. Consider receiving them with only the Master, Deputy and 
Immediate Past Master, Wardens and Inner Guard standing, while all the 
other brethren remain seated. As part of welcoming each visitor, they too 
can be invited to sit.

•  On special occasions and at Installations:
Inviting all visitors who are not Sitting Masters or Lodge Representatives 
entering the lodge before it is Called On or Opened, as the case 
may be.
Then receiving all the visiting Sitting Masters or Lodge Representatives 
in one group, conducting them to the East and being individually 
introduced and welcomed by the Master.
Consider making it an informal rule in your lodge, that older brethren 
who fi nd it diffi cult or those with infi rmities, are not expected to stand 
for any reason. If such a move became more widely accepted and was 
handled with sensitivity, it may encourage some of these brethren to 
attend meetings they would otherwise avoid.

The Work of the Evening
The work should be planned well in advance and steps taken to ensure that 
every member is aware of his responsibilities and is ready to participate as 
and when required.

The Director of Ceremonies who is responsible for this portion of the meeting 
should keep the Master informed of any changes that he makes. 

The work should be performed to the highest possible standards. 
Refectory

•

•

•
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Refectory
This is the time for members to relax, meet new brethren and generally mix 
and mingle. It is a time for some fun, entertainment and enjoyment. It is 
therefore equally important that these proceedings are planned in advance 
with the same attention to detail as are all other aspects of the lodge 
meeting.
The key areas to consider here and which will be dealt with in another 
section are:

The management of the arrangements to comply with the members’ 
wishes.

Presentation of the refectory generally and the table settings.
Food and refreshments.
The Toast List.
Entertainment.

Note your own ideas here:

Ceremonial
This should be the responsibility of the Director of Ceremonies and/or 
Preceptor.

It is evident in some lodges that the customs and practices are frequently 
being questioned. This can result in disharmony and a frustration among 
newer members trying to ascertain just what is the correct form of doing 
anything.

One way to overcome this situation is to conduct some research among older 
members and any old ritual notes. Then write them into a booklet or series 
of booklets and issue a copy to each of the members for their guidance 
or general interest. The topics that could be covered may not be limited 
to the performance of the ceremonies, but also encompass for instance 
such matters as the role of each offi cer in your lodge, how to conduct a 
ballot or interesting titbits of the lodge’s history or the origins of some of its 
furnishings and equipment.

•
•
•
•
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Not only would such a record remove all doubts and therefore argument, it 
would be a useful lodge educational tool.
Some suggestions regarding booklets and their contents are:

1. Customs and Practices (Recommended Sequence)
 The responsibilities and expectations of the offi cers and brethren  
(that are not stated or implied in the Ritual or elsewhere).
 Looking after the candidate prior to him entering the lodge, also 
to taking care that his preparation is not undertaken until after the 
visitors have been received. The proposer should be involved if  
possible.
Entering the lodge and reception of the Master. 
Opening the lodge in the First Degree.
 Business procedures – the standard phraseology used for each of  
the usual agenda items.
Nominating the Master and offi cers.
Electing the Master and offi cers, including the ballot for Master.
Conducting a ballot for candidates.
 Conducting a ballot for joining members and welcome them  
afterwards.
Receiving visitors.
Lodge’s annual business timetable.
Closing the lodge.
Refectory procedures.
 A guideline to the steps taken for a new candidate up until the time  
of ballot.
Lodge policies.
Lodge rehearsals.

2.  First Degree Ceremony
  This may contain such details as – the movements of offi cers, where 

the candidate and/or brethren are to stand at certain stages during 
the ceremonies, lodge-specifi c wording used as indicated in the Ritual’s 
rubrics, who performs certain charges, whether these are announced 
and where the brother stands to deliver them.

 
  N.B. Apart from certain older lodges, brethren are required to use the 

authorised Ritual that is issued by Grand Lodge.

•

•

•
•
•

•
•
•
•

•
•
•
•
•

•
•
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3.  Second Degree Ceremony
 Similar content.

4.  Third Degree Ceremony
  Similar content with the exception of some explanation regarding 

whichever version of the authorised Ritual the lodge uses.

5. Installation Ceremony
 This booklet could include:

Responsibilities for planning the Installation of the Master Elect, Master 
Secretary and Director of Ceremonies.
A timetable for making the necessary preparations.
Relevant information regarding the ceremony – e.g. what does the 
Master say and when, how are investitures to be made, what does the 
new Master do when control of the lodge is handed to him, etc?
The lodge’s own investitures.
The refectory requirements and proceedings.
The Installation programme should be of a high standard, easily read 
and proof read by at least 2 brethren.

Notes of any items here you wish to add to your lodge’s objectives or to 
investigate further:

•

•
•

•
•
•
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Finance
This is the responsibility of the Treasurer.

Forward planning to enable the lodge to achieve its fi nancial objectives and 
general fi nancial security is no less important than any other lodge activity.

Some suggested objectives for a lodge could be to: 
Develop new sources of income and maintain present sources that 
support the attainment of the lodge’s objectives, while being accountable 
for stewardship of fi nancial resources.  
 Achieve an excess of income over expenditure of X per year for the next 
? years.
 The Lodge Benevolence Fund, or if there is none, establish a fund which 
should grow by X.
 The Lodge Development Fund, or if there is none, establish a fund which 
should grow by X.

 To achieve these results, a fi nancial plan and budget should be compiled 
including every source of income and expenditure based upon:

The past as a starting point.
The present situation of the lodge.
The future including costs to achieve planned objectives   
and future projects.

 Examples of items to be highlighted in the budget are:

Income  Dues, collections from raffl es, voluntary donations, 
interest, initiation fees and returns from hiring or leasing 
parts of the building or investments.

Expenditure Fixed – Grand Lodge dues, Divisional levy, rent, insurance
  Other –  refectory, printing &  postage, funerals, almoner’s,

jewels & engraving, rituals & certifi cates, regalia, sundry
expenses, contingency.

        Result –  should nearly always be - excess of income over 
 expenditure.

•

•

•

•

•
•
•



22

Special Purpose Funds

Lodge Fund of Benevolence monitor & report annually 

Lodge Development Fund monitor & report  annually  

Freemasons’ Fund of   monitor & report  annually
Benevolence Donations

Lodge Trust Fund if any monitor & report  annually
  or more regularly if required

Buildings If the lodge is involved in or controls a building, a budget 
  should be presented as well as annual accounts.

Looking at certain items in the budget
Dues These should cover a large percentage, if not all the expenditure of 
 the lodge.
 As a suggestion the subscription notice should show a breakdown 
 of the costs such as:

 •   Annual Dues.

 •   Grand Lodge Capitation Fee (including the GST).

 •   Divisional Levy.

 •   Sub Total.

 •   Recommended voluntary donations.

 •   Suggested donation to lodge funds.

  •   Suggested donation to Freemasons’ Fund of Benevolence.

 •   Suggested donation to lodge development programme.

 •   Suggested donation to a lodge benevolence project.

 •   Total.

 A letter from the Treasurer could accompany the notice explaining:
 The new dues notice, the projects the lodge has in hand, the 
 benevolence projects at Grand Lodge level as well as the lodge’s 
 own projects.
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Initiation Fees 
Each lodge should look at what actual costs are involved in initiating a candidate. 
These costs will vary per lodge, but could consist of a V.S.L., Book of Constitution, 
Freemasons lapel badge, Ritual, gloves, lodge tie, name badge. 

Refreshments/Catering
This is a major cost item in many lodges. Those responsible for catering 
arrangements could present a separate more detailed budget that breaks 
down the cost items for each meeting and the Installation. 

Printing & Postage
This is almost a fi xed cost, but can be controlled through the use of electronic 
services e.g. e-mail, a telephone tree, etc.

Funerals 
The costs of fl owers and a newspaper death notice are now quite expensive 
and therefore an allocation should be included annually.

Almoner’s
It is generally expected that lodges will cover the Almoner’s basic expenses.

Jewels/engraving
This annual cost should also be included.

Regalia
The cost of replacing regalia is expensive, but if a lodge is serious in improving 
its appearance, it could consider looking at a replacement programme over a 
long term.

Insurance
An inventory of the lodge property could be compiled that includes every item 
that the lodge owns in addition to any building or shares in a building, e.g. regalia, 
other ceremonial items, kitchen appliances and tableware, furniture and fi ttings. 
Items of historical interest could be separately recorded and the information 
used from time to time for the interest of the members. The total value of these 
assets could also be included in the lodge balance sheet to demonstrate to the 
members just what the lodge owns and is responsible for.

The Grand Lodge Insurance Scheme is recommended.



24

Lodge Development, Lodge Benevolence
Projects that are planned annually in these areas need to have their own 
budgets.

Note any item above or new item for further consideration:

Masonic Education
Information and support is available through the National Education 
Committee, Grand Lecturers and the District Education Offi cers.

Some Suggestions
Introduce a separate educational evening for the newer members in a relaxed 
atmosphere to discuss various selected topics related to Freemasonry, 
such as:

The history of the lodge, its members and any artefacts of interest
How the lodge operates

Another means of creating interest is to develop a PowerPoint assisted 
presentation on some Masonic subject of interest and involve every member 
likely to attend a meeting in reading a portion of the written notes.
When possible to include in the lodge programme, this type of approach leads 

•
•



25

to a wider participation from those members who may not attend regularly 
and it could ultimately encourage them to go along more often. 

An Education Programme for a Candidate
Some lodges have developed their own programmes for newer members; 
this particular programme is simply included to assist in generating ideas.

Encourage Visiting
After taking the Entered Apprentice Degree
•   Mentor in liaison with the Master, ensures he makes at least one visit to 

see a fi rst degree.
•  Mentor ensures he attends all regular and installation meetings of the 
     lodge and also social events.

After taking the Fellow Craft Degree
•  Mentor in liaison with the Master, ensures he makes at least one visit to 
     see a second degree.
•  Mentor ensures he attends all regular and installation meetings of the 
     lodge and also social events.

After taking the Master Mason’s Degree
•  Mentor in liaison with the Master, ensures  he makes at least one visit to  
     see a Third Degree.
•  Mentor ensures he attends all regular and installation meetings of the 
    lodge and also social events.
•  Master arranges for him to answer the Test Questions.
•  MM Certifi cate can then be presented.

Newer Master Masons’ Meetings
•  All new Master Masons and all new joining members attend.
• The syllabus is based on the lodge’s own resource material and focuses 
     on lodge-specifi c matters.

Lodge Rehearsals
     •  Mentor encourages attendance.

Now available for an offi ce
New offi cers progressing to the Master’s chair should take an appropriate 
course at a suitable time and obtain programmes issued by the National 
Education Committee through the District Education Offi cer.

•
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Note some ideas for further consideration:

Membership
The challenge for any lodge could be summarised as:

 Recruiting new members.
 Retaining both existing and new members.
 Improving attendance.
 Creating opportunities for greater involvement by the members.

The focus in the past has mainly been on increasing membership. However 
as the fi gures from various research projects have demonstrated, lodges 
don’t recruit fast enough to replace losses.

Should lodges be focussing attention on the premise of:

“Getting our house in order fi rst”.

Perhaps therefore, a valid objective would be for lodges to set achievable 
targets for increasing the average attendance at lodge meetings. 

A number of initiatives regarding attendance have already been 
raised, but are worth repeating here along with some other ideas

Dress has been an issue in many lodges, but could be considered again, 
as many of the potential members today and in the future simply no 
longer wear a Dinner Suit or Evening Dress.
Changes have already been occurring and the minimum dress expectations 
in some lodges are simply stated as - dark lounge suit, dark tie, white 
shirt and black shoes and in some cases, lodge tie.
Name badges that include a representation of the lodge badge are well 
worth consideration, both for each member and his wife/partner.  
Operate a telephone tree. Divide the total membership up between the 
Planning Team and others, ensuring there is a mixture of regular attendees, 

•
•
•
•

•

•

•

•
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non-attendees and a variation of ages in each list. Also establish the 
frequency with which members are to be contacted and require, any 
matters of interest, from such contacts be included in the newsletter, or 
incidences of sickness and distress are passed on to the Almoner.
By carrying out these regular contacts, this will also enable the Planning 
Team to survey members on particular topics as well as simply keeping 
them in touch with their lodge on a more personal basis.
Membership list (as raised earlier). This should be up-dated regularly and 
given to each member.
E-mail address list. There appears to be an increasing number of 
members who have e-mail, which suggests communications could also 
be made using that medium. If they have e-mail, consider including the 
e-mail addresses in the Notice Paper for the Master, Wardens, Secretary 
and others. 

     It is also an inexpensive and quick form of communication.

Some suggestions for retaining members are:

Spread the allocation of work
Consider creating a wider involvement in ceremonial work by splitting 
individual charges among two or more brethren and reallocating portions 
of the traditional Master and Wardens work to others. This approach may 
also be used to create a wider number of smaller pieces which can be 
allocated to very new members or those who simply will never be able to 
learn and present large charges but may relish the opportunity of making a 
small contribution, thereby achieving some personal satisfaction in having 
done so.

Speakers in the Refectory
Ask 1 or 2 members per meeting to give a 2-3 minute presentation on their 
life. This has proved very successful in lodges that have introduced this idea, 
which enables the members to get to know one another.

Mentoring System
The mentors should be specially selected and do not necessarily have to be 
the Candidate’s Proposer or Seconder. Some thought too should be given 
to a variation on your mentor scheme to include those joining members who 
may not have been Freemasons for very long, or come from another location 
or country.

•

•

•
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Mentors should have the right personality and suffi cient knowledge of 
Freemasonry and the lodge to assist any new member. He will need to be 
able to empathise with his charge and be as a new found friend, because 
they will need to be in touch with each other on many more occasions than 
just the regular meetings.

An important point to consider when developing a mentors role is –
For at least the fi rst 12 months ensure that the new member never sits in 
lodge or the refectory on his own, or is left by himself when he arrives at 
lodge or on other occasions when brethren are “standing around”.

Some Suggested Mentor Responsibilities
Get to know and stay in touch with the new member, ensuring that if 
he is absent there is genuine reason and if unwell, everyone knows 
about it.
Ensure also he and his wife or partner attend socials and are not left on 
their own.
Transport him to and from Lodge.
Sit with him in open Lodge.
Take him to rehearsal.
Take him on visits with the Master and stay with him throughout 
the meeting.
Brief him on the protocols. For instance what to do when being received 
as a visitor into another lodge, what apron to wear and what are the 
appropriate signs.

Some Suggestions for Recruitment
Grand Lodge promotions, Notices with contact numbers on Buildings, news 
media advertisements and articles are all valid means of promoting the lodge 
and/or Freemasonry, but there are some things a lodge might consider doing 
on its own. For instance:

New Member Packs
Prepare a new member information package that includes a lodge profi le and 
contact details for the lodge. There are several examples of this approach 
being successfully used as part of the follow up to enquiries from likely 
prospects.

Using such a tool could assist in giving a favourable impression of the lodge 
and Freemasonry to the prospective member.

•

•

•
•
•
•

•
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Web site
The Web provides another means of promoting a lodge both to prospective 
members and to visitors, and the several examples of lodges that 
already have their own site may be seen on the Grand Lodge site at 
freemasons.co.nz

Obtain Resources
Grand Lodge offi ce have available a range of professionally designed 
brochures and wallet cards that are a useful aid when dealing with an initial 
enquiry. Alternatively, a copy could be included with your New Member 
Pack.

Meet with your own Members
Hold an informal meeting with members who seem most likely to be able 
to recruit newer members and develop a “how to” strategy for obtaining 
candidates and or joining members, bearing in mind the overriding injunction 
– “don’t wait to be asked”.

Ask for Information
Ask your District’s Membership Offi cer to share ideas that he has assembled 
from his wider contacts and exposure to District and Divisional initiatives.

Note some ideas for further consideration:

 
Some suggested communication initiatives are:

Create a  membership list of all members that includes, fi rst names of 
both the members and their wives/partners, home address, telephone 
numbers for home, and where available for work, mobile and their 
e-mail address.
Set up an e-mail contact list.

•

•
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•  Create a telephone tree:
Not too many for each co-ordinator, 6 maximum.             
Have a mixture of regular attendees and non-attendees.
Include those living in a geographical area in the same list.
Design and provide instructions for the use of the telephone
tree:

 
       For Membership retention

Ensure contact is made 3 times each year with those 
brethren who no longer attend lodge.
Enquire about the absence of any member who usually 
attends the meetings, but is absent without there being any 
knowledge of the reasons. This may also include some that 
merely make an apology without giving a reason.
Report to the Master, Almoner, or other relevant brethren 
outcomes of contacts made and ensure any matter 
that needs following up is in fact attended to.
Pass on any relevant information for the newsletter.

 
       For Attendance at Rehearsal

Contact the offi cers prior to the fi rst rehearsal each month 
to encourage their attendance.
Notify the Preceptor and Almoner if relevant of any that will 
be absent.

 
       For Attendance at Social Functions

Ascertain the numbers of those who will be attending these 
functions, remind them of the arrangements.
Obtain the names of those attending, including where 
relevant, the names of wives/partners and or friends.
Pass on the details to the organiser.

 Create a letterhead that includes the Secretary’s contact details and lodge 
 web site address, that the members will identify as their own.
 Create a lodge badge or upgrade the present badge by adding colour and 
 add to the letterhead.

•  Create a modern name tag for each member and his wife/partner. 

•
•
•
•

•

•

•

•

•

•

•

•

•

•
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• Upgrade the lodge’s summons paper. (Notice Paper).
 Look at what other lodges are doing. Ask questions like:

Do we need this on our summons?
Is it required?
What else can we add? 

 
• Create a monthly newsletter, look at its structure (restrict to Double 
    side A4)

An article from the Master.
A report on the last meeting.
A report on the next meeting.
If given approval a report on an older member who no longer 
attends.
Something of historical interest regarding your lodge.
An Almoner’s report.
Highlights of what is happening in the District, so that 
support can be given in the activities of other lodges.

Note some ideas for further consideration:

•
•
•

•
•
•
•

•
•
•
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Refectory
Organising and maintaining high standards in the refectory is as important 
today as it was in the early days of Freemasonry. Provision for the members 
to mix and mingle and get to know one another is also equally important.

Consider therefore when making your advance plans such matters as:

The presentation of the suppers, the tables and the table settings, should 
they be in the old style, or would the occasional buffet or café layout be 
an enjoyable change? There could be tablecloths, napkins or serviettes, 
candles sometimes, good quality crockery, glassware and cutlery.
Not having a top table at the regular meeting.
Varying the suppers [or meals] for each meeting.
Providing quality refreshments.
Ensuring the programme provides opportunity for brethren to enjoy each 
other’s company and get to know one another – “networking”.
Limiting the toasts and boring announcements, consider someone simply 
welcoming everyone with a few chosen words.
Having one of the members deliver a prepared short address on a 
particular topic of interest or engage a guest speaker.
Singing, establish your own lodge fi res.
Not neglecting to include plans for the Installation.
Ensuring the budget refl ects any improvements required and allows for 
payment of any extra services required.
Promoting any special features of next month’s refectory in the newsletter 
or notice paper.
From time to time seeking the opinion of the members about any changes 
that were made. What do they want?

Note some ideas for further consideration:

•

•
•
•
•

•

•

•
•
•

•
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Social
This section may give the Planning Team the opportunity to bring in a younger 
member or two to contribute new ideas. This may also demonstrate to others 
that more than just the Planning Team is having input into the future of the lodge. 

The wives of those brethren who are on this Team should be encouraged 
to become involved. They could also contribute towards the refectory 
plans, especially for the Installation, or even have their own ladies night out.

There are so many different social activities that can be organised and some 
important points to consider are whether:

The events are of interest to a large percentage of the membership, their 
wives and families.
Any new member and his wife or prospective members and their wives 
are left to fend for themselves.
To plan the details and promote social events well in advance.

Consider also holding socials away from the lodge building and separate to 
regular and Installation meetings. Some questions that need to be considered 
when holding a social function in the building on a meeting night:

Are the facilities of a high enough standard to entertain the ladies of your 
lodge and what impression might this create on prospective members if 
they are not.
Are your ladies really willing to wait for a couple of hours before the 
brethren join them. What arrangements could be made to interest them?

Note some social events that may appeal to your members:

 

•

•

•

•

•



34

Family
It should not be forgotten that every member of the lodge has a family, and 
that today, the responsibility in the family home is a joint affair between the 
husband and the wife.

It is therefore important that a lodge plan considers these factors.

Some suggested family involvement initiatives:
Encourage the wives, partners and lodge widows to have a say in lodge 
activity through surveys and letters from the Master.
Encourage them to participate in planning the lodge’s social 
programme.
Survey them to fi nd out what they require from the lodge.
Involve them where relevant in the decision-making process.
Establish a policy for meeting the ticket/meal cost of any lodge widow 
who attends.
Cultivate friendships by giving the members and their families more 
opportunities to socialise.
Send an invitation to all social functions to the wives/partners and lodge 
widows and ask them to respond.
Hold a potluck luncheon or dinner and allocate time for the ladies to 
discuss the social programme, or any relevant topic, as a means of 
obtaining their input.

Funerals (refer book of Constitution CR62)
Consult with the family and whoever is taking the service to make sure 
that their wishes are met.
Prepare a short resume of the member’s history in Freemasonry.
Learn the appropriate ritual or read it with care.
Freemasons should pay their last respects with dignity.

Note some ideas that may be appropriate in your lodge:

•

•

•
•
•

•

•

•

•

•
•
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Buildings
There are already a number of well-appointed Freemasons buildings, while 
others may require a considerable amount of attention to bring them to a 
reasonable standard. The question of what could be done is outside this 
particular planning workshop and expertise and advice on this subject is 
available elsewhere.

However, some points members might like to consider and strive for 
are that:

The building ought to be one that the members are proud of.
It should be well maintained both inside and out.
It should be visually appealing to non-Masons – not run down.
It should be clearly identifi ed as a Freemasons building with signs providing 
relative information for visitors and non-Masons.
It should provide modern facilities, conveniences and comfortable and 
inviting interiors.
The brethren who are selected for the building committee or board should 
have knowledge of and be accountable to the tenant lodges and other 
orders. Desirably they should have some expertise to offer, or the ability 
to employ professional advice as required.
There should be a business plan which is approved by the lodge 
members.
The committee or board should be required to furnish regular reports to 
the lodges and others.

Note some ideas that may be appropriate in the case of your lodge 
building:

•
•
•
•

•

•

•

•
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Support Contact Details
The Grand Secretary Offi ce

The National Planning Committee

The National Education Committee



This booklet is based on material kindly provided by Lodge Arawhaiti.






