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The next five to ten years will be a period of intense change and challenge for associations. For
many, this will require risk-taking and radical innovation. For most, it will also require redesigning
the organization’s structure, process and culture and adopting what Peter Drucker calls “the
discipline of planned abandonment.”1 You cannot create something new until you let go of the old.

Transforming an individual membership society from a product-based, process-driven organization
to a knowledge-based, market-driven one will require new tools and a new way of thinking and
planning.

More than ever before, Board and staff will need to be aligned with the strategic goals of the
organization and use membet/customer input, environmental trends and other key information
inputs to make market-driven decisions and manage organizational priorities.

A Tangible Structure for Facilitating Change

The principal engine of the transformation process is a planning and management system called
Master Planning™, which is based on a quality management system known as hoshin kanri. Master
Planning™ is a powerful strategy development tool that focuses an organization and aligns its
various functions and elements for effective implementation. One feature of the system is the
provision of continuous measures of progress against the plan.

The transformation process serves as a tangible structure for facilitating organizational change by
creating a highly visible, measurable and focused roadmap for the future that may look something
like this:
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Benefits of Transformation Master Planning

Transformation Master Planning can:

Transform the Board and staff by creating...

Enthusiasm for change and commitment of time and effort to the process;

A focused understanding of and commitment to the association’s members and
customers; and

Improved decision-making skills and core competencies.

Transform the organization by...

Integrating strategic and operational goals to ensure alignment between Board and staff
activities;

Improving member/customer satisfaction through customer-focused product
development and improved speed,;

Laying the groundwork for successful branding; and

Serving as a tool to assess the need for change in organizational structure and staff
competencies.

A Multi-Disciplinary, Flexible Process

The Transformation Master Planning process integrates five key activities to effect the
transformation. They are:

* Environmental Scanning

® Hoshin-based Master Planning™

® Market Research

® Organizational Development Interventions

® Skills Training
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These activities are interwoven throughout the planning process so that it is continually enriched by
information inputs and interventions that provide direct support to the people involved in the
process. This process, coupled with well-focused change management activities, can and will
effectively communicate that “business as usual” is no longer the association’s philosophy.

The Transformation Master Planning process offers considerable flexibility in how the
transformation planning is implemented, depending on the size of the organization, budget and staff
resources.

The Transformation Master Planning process that is the most beneficial for a particular organization

is finalized in conjunction with the planning team before any activity begins.

Getting Off to a Good Start
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If the organization is not ready to begin the transformation process, immediate next steps are
developed with the CEO. These may include organizational development interventions such as team
effectiveness profiling, communication planning, executive coaching or developing a smaller scale
transformation process using one department or function (e.g. marketing) to demonstrate the
benefits of transformation planning.

Marketing Partner’s role is partly that of guide and facilitator, partly that of teacher and trainer, and
partly that of servant to the process—in terms of organizational development interventions, when
required, and the provision of market research and other support as needed.

Determining the Focus

To get the planning process started, a Leadership Workshop consisting of Board and senior staff is
conducted to set the strategic direction for the remainder of the Transformation Master Planning
activities.

The workshop develops the strategic vision for the organization by:

® Creating or affirming mission, vision and values statements;

* Developing a single breakthrough goal (7-10 year, if appropriate);



* Developing up to four strategic goals and measures; and

® Conducting an environmental scan to understand where the organization is now, where it
would like to be and what needs to be done to get there.

The workshop also identifies the need for any baseline market research in support of the strategic
goals and measures, uncovers data gaps and addresses any issues that may impact successful
deployment of the process.

Strategic Level Master Planning

To develop the strategic level of the Master Plan, teams are organized around the four to five
strategic goals developed during the Leadership Workshop. The teams are charged with developing
key strategies and measures, plus a list of possible operational initiatives that will serve as the basis
for later operational level planning.

Team Leader Support Clinics are conducted to assess progress with activities and address catchball
issues.
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Catchball is the term applied to the dialogue—and sometimes negotiation—which occurs after a
deployment handoff between planners at two levels of detail.

The Support Clinics address such topics as:
® Introduction to Master Planning tools and techniques;
® Theoretical instruction on the role of teams in knowledge-based organizations;
® Team-building exercise and/or team-effectiveness profiling;
® Psychological profiling (e.g., Meyers-Briggs™, MBT™); and
®  Other skill training and organizational development interventions identified.

Operational Level Master Planning

Once the Board has approved the strategic level Master Plan, an all-staff, kickoff event signals a new
way of developing the operational plan that will support implementation of the Board-approved key
strategies and goals.



Managers and other staff who will be key implementers of the operational plan are brought into the
process at this time. A planning session repeats the cycle of learning experienced by the Team
Leaders during the strategic level planning. Team Leaders then facilitate development of up to four
operational initiatives for each of the key strategies. A parking lot of one-year tactics will be
compiled during the team meetings and further developed in the next phase of the process.

Cascading skills and
facilitation training.

Managers
Implementers

Market research execution may also be conducted at this time if planning and budgeting for these
activities has been completed. Other organizational development interventions such as change
management, culture shift, monitoring or leadership training may also be appropriate.

Ongoing, Integrated Master Planning

The final phase of the transformation master planning process should not be viewed as the end, but
rather the beginning of a new way of thinking, acting and behaving.

During this phase, the planning process is further deployed to teams organized around the
operational initiatives. These teams develop the annual plan of tactics, quarterly actions and
measures. The annual Master Plan is integrated into the organization’s budget cycle and is
continuously monitored and refreshed, based on accomplishment of tasks and achievement of
milestones. This is what keeps the plan alive and prevents the Master Plan from becoming another
strategic plan that sits on a shelf.

The Transformation Master Planning™
Process culminates with a workshop to
celebrate the accomplishments of the teams
and foster adoption of a knowledge-based,
market-driven philosophy.

The annual “care
and feeding” of a
Master Plan may

look something b .
like this Mostor : When all phases of the process have been

Planning completed, the organization should be
' effectively positioned to begin the
transformation to a knowledge-based,
market-driven association and to meet the
challenges of the twenty-first century. MpI
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