Creating a Pandemic
Management Strategy

There is an Association for Everyone

The Impact of the Evolving Pandemic Crisis
Negative
Impact
•
•
•
•
•
•

Loss of lives due to illness.
Financial loss by association.
Loss of members & volunteers
Loss of member jobs & businesses.
Staff away due to illness.
Personal trauma by all.

Silver Linings

• Opportunity to realise the
fundamental purpose of associations.
• Must make a massive tangible impact
on the careers, businesses and
personal lives of members.
• Streamline and focus on strengths.
• Drives innovation.
• Will emerge stronger.

The Members’ Context
• Members are now working from home – or still working with a fear of
catching the virus.
• They may be juggling care of children without the support of school.
• They may be ill, caring for someone who is ill, or have lost one or more
loved ones to the virus.
• They may have serious financial stress – and be unable to work.
• They may have uncertainty about the future and face the risk of losing
their business, job or life.
• They may have mental health issues or trauma.
… And you may be their only hope of a resolution to the above!

The decisions you make now
WILL affect people’s lives,
businesses, families and careers.
You have an opportunity to
make a massively positive
impact.

Four Key Areas of Activity
Demonstrate Consistent,
Purposeful, And Calm
Leadership

Provide Solutions
Members Need - When
They Need Them

Powerfully Exert
Influence To Secure
Support For Members

Ensure The Financial
Sustainability Of The
Association

Demonstrate consistent, purposeful, and calm leadership
• Plan for the Crisis - Implement a clear written strategy that outlines a
considered and realistic pathway forward through the crisis.
• Collaborate - Establish a strong network of allies who share your agenda
(may include competitors). Identify your common ground. Figure out what
you need from them, and what you can offer to them.
• Communicate - Ensure regular, consistent and clear messaging to
stakeholders throughout the crisis. Identify who you need to
communicate with, the messaging and frequency required, and a
schedule for ensuring this happens.
• Plan for the Future - Begin preparing strategies to deal with the recession
that will follow the pandemic crisis.

Powerfully exert influence to secure support for members
• Secure short-term assistance - Identify the short to medium term relief
you need government and regulators to provide to your members. This
would include things such as advocating for specific stimulus initiatives for
your industry or mandating government procurement preference local
purchasing. Where possible, unite with organisations with a similar
agenda to create a more powerful voice.
• Prepare the groundwork for recovery projects - Start identifying programs
that will be required to assist you members during the recovery period.
Ensure you have the groundwork in place to progress these as soon as
appropriate.

Provide solutions members need - when they need them
• Create a Powerful Offer - Take immediate action to provide the right
support to each member segment – and be prepared to innovate to
achieve this. Review your member segments (eg: business size, career life
cycle, etc) to identify the most significant challenges faced by each over
the coming months. Develop tangible solutions (quality not quantity).
• Be a trusted source of truth – Provide regular curated insights that keep
members up-to-date on issues and trends that affect them.
• Facilitate connections – Help your community connect with each other to
share stories, and to ask for – and offer - support.
• Provide support - Provide mental health support and financial relief for
members where possible and appropriate (eg: crisis hotline, dues relief).

Sample Organisational Segmentation
Segment & Data

Why

Challenges

Value Promise

Benefits & Associated
Products, Services, Events
and Publications

Insights and Strategy

New Business

Engaging with this
segment is a great way to
provide solutions to
those who need it the
most and deepen our
penetration into the
industry. As new
businesses these are
developing habits and
engagement with our
associations should be
one of those.

Owner - Survival of
business. Trying to gain
momentum. Finding
out what it is you don’t
know but need to.
Juggling strategic and
operational. Learning
how to manage staff.

Owner – Membership is an
investment in the success of
your business. By joining you
will access opportunities to
increase your revenue,
reduce your costs, be
brought up-to-date with
what you need to know, and
access the insights require to
enable your business to be
as successful as possible – as
quickly as possible.

Increase income/sales
• Marketing support
Decrease costs
• Discounts on XX
Find out what you need to know
• New business workshops
• New business handbook
Access help when you need it
• IR & HR Hotline
• Contract templates

This segment has a high overall retention rate and a
low first year retention rate indicating the lack of
effective new member integration. The low
penetration indicates ample room for strong growth
once the new member integration issues have been
resolved. The strategy for this segment is to
implement a new member integration process,
strengthen the value proposition, and then move into
proactive recruitment.

Large Established
Corporate Business

A large membership from
this segment gives us
credibility to government
and ensures our position
as the leading
representative of the
industry

CEO – Changes in
government legislation
could significantly
negatively affect
business. Need to
ensure the operating
landscape for the
business is as
favourable as possible.
Not interested in
discounts or IR.

CEO – Membership is your
opportunity to proactively
influence the legislative
environment you operate in.

Proactively influence advocacy
efforts
• Seat on relevant committees
• Opportunity to be involved in
policy development and
advocacy planning.

The segment is nearing full penetration. The highly
personalised campaign we undertook last year to
engage with the last remaining non-members was
highly effective. We are nearing full penetration
within this segment and are fully aware of the join
intentions (or lack therefore) of every single nonmember. Any further recruitment activity is unlikely to
yield returns. The strategy for this segment is to move
to maximising penetration into each organisation and
nurture individuals within each member more
effectively.

Segment Size … 3000
# Members … 300
Penetration … 10%
Retention … 93%
1st Year Retention … 67%
Average … 3 contacts
Growth … 1%

Segment Size … 10
# Members … 8
Penetration … 80%
Retention … 100%
1st Year Retention… 100%
Growth Rate … 0%

(why have these
members?)

(what keeps them up at
night?)

NEED TO RECOGNISE
VARIOUS INDIVIDUALS

Understanding Your Members
Associations must move from “promoting a list of products and services” to “understanding and effectively communicating the value
to different segments”. The value of membership is often intangible. Different members want different value. And the same member
wants different value over the course of their journey with the association. Examples of journeys include:

Life
Stage

Business
Ownership

Career
Progression

Association
Related

Other
Journeys

Child

Viability Assessment

Student

Non-Member

Medical condition

Pre-Teen

Pre-Opening

New Graduate

New Member

Hobby or Interest

Teenager

New Business

Career Starter

Uninvolved Member

Sporting

Young Adult

Growth and Build

Career Builder

Speaker

Cause

Student

Consolidation

Mid-Career

Ad-Hoc Volunteer

Pet Ownership

Young Family

Maintenance

Career Break

Committee Member

And many more

Single Parent

Succession Planning

Consolidator

Board Member

Older Family

Retirement/Sale

Pre-Retirement

Resigned Member

Childless Couple
Single, No kids
Empty Nesters
Retired

Retired

Four Layers of Business Development
You can have the best solution in the world. But if you aren’t telling people about it – in a way they are receptive to – then no one will
use it. To maximise opportunities to realise your purpose, associations needs at least four layers of business development …

Outsourced
Transactional

In-House
Transactional

An outsourced
transactional sales function
that can be turned up
quickly to achieve quick
short-term outcomes. Eg:
Optimum Contact (call
center for associations).
Quick short-term returns.

An in-house in-bound/outbound transactional sales
function that can provide
consistent follow up of dayto-day opportunities.
Steady short-term returns.

In-House
High Value
An in-house high-value
person. Often responsible
for high-value
memberships, sponsorships
and partnerships. Medium
to longer term returns but
high value.

In-House
Structural
Ongoing review of the
structure of the
organisations products,
services, events,
publications, and assets to
ensure they are optimized
and align with purpose.
Significant medium to long
term returns.

Ensure the sustainability of the association
• Cashflow - Understand the new financial position of the organisation and
undertake proactive cashflow management by cutting unnecessary costs and
services, and identifying the shift in income (eg: move to online events)
• Sponsorship - Manage your existing sponsors and plan your recovery strategy.
Sponsors objectives will have shifted, and you must be ready to deliver.
• Staff & Culture - Ensure staff are supported to deliver the plan outcomes in an
environment where they are likely experiencing trauma.
• Processes & Technology - Minimise the risk of staff away ill by automating and
streamlining processes where possible.
• Leadership & Governance – Nimble processes, evidence-led decision-making
and a united front.

More
Resources

NEXT WEBINAR …
How to Create Your Association Partnership
Recovery Program – Fri 3 April. 1pm-1.45pm.
MORE RESOURCES …
• Pandemic Management Strategy Template
• Association Apocalypse Whitepaper
• Membership Managers’ Handbook
Visit www.smsonline.net.au for more information.

Continue the
Conversation

Early next week I will send you a link to an online
community set up just for associations to discuss
issues such as these. Myself and other association
specialists will be available to answer your queries
and provide assistance.
Please keep an eye out for an email from
Belinda@smsonline.net.au for your invitation.

Questions?
Belinda Moore
Phone:
Email:
E-News:
Twitter:
LinkedIn:

0413 190 197
belinda@smsonline.net.au
Subscribe at www.smsonline.net.au
@membershipgeek
http://au.linkedin.com/in/belindaamoore
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Pre-Pandemic Major Drivers of Change
Technological Generational
Disruption
Change
Emerging technology
will transform
associations.
Marketing automation
and machine thinking
will make membership
scalable on a large
scale. Associations will
be able to provide a
consistently
personalized
experience, in a
streamlined manner,
where they anticipate
member needs before
they are even aware of
them.

Associations must
bridge an everwidening generational
divide.
Baby Boomers are the
most likely to join,
renew, and get
involved. But they are
retiring and young
people how completely
different needs and
expectations from
associations.
Change is difficult as
Boomers built
associations to their
own taste.

Competitive Return on
Investment
Forces
Associations risk a
“death by a thousand
cuts” as new and old
competitors compete
with some or all
association offerings.

People want passion
and results, not rhetoric
and irrelevant metrics.

Associations must be
driven by a focus on
creating tangible
outcomes for their
New competitors are
moving in to disrupt the stakeholders and the
community. With their
existing competitive
success measured by
landscape that has
traditionally been held how successfully they
achieve these.
by associations.
Consolidation and
mergers will increase.
So will the proliferation
of small niche
competitors.

An association
passionate about its
purpose will inspire and
motivate the same in its
members.

Personalisati
on
People to have their
communications,
products and services
tailored to their needs.
Being able to deliver
the right solution, the
the right member, at
the right time is critical.
Within organizational
members, associations
must maximise the
number of relevant
contacts within each
organisations and
tailoring the experience
for each.

Tribalisation
& Community
A strong association
communities is a
powerful competitive
advantage and don’t
always need a formal
membership structure.
Associations will shift
from “growing member
numbers” to “building
engaged communities”.
Associations will be the
facilitators of strong
tribal networks that
connect people in ways
that deliver meaningful
outcomes.

