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NE/SAE’s Annual Meeting
Please Join Us!

Please join us on June 11 — 12, 2009 for NE/SAE’s Annual Meeting in the brand new ballroom at Ocean Edge
Resort & Club in Brewster, MA — on beautiful Cape Cod! The $125 group rate will be available three days before
and three days after the meeting so bring your family and join us for fun, networking, education and exhibits.

The theme of this year's conference revolves around
leading a great association in difficult times and will
feature a keynote presentation by Joyce Smith,
CEO of the National Association of College
Admission Counseling who will talk about Leading
During Difficult Times.

See the registration form inside this newsletter for
details on this and other sessions that will help your
association save money, make money and stay
competitive!

As always, there will be
exhibits and plenty of
time for networking!
On top of that, enjoy
this beautiful property
which includes a golf
course, tennis courts,
private beach and
more! Thursday night
will feature a
networking  reception
followed by a Bonfire
— = on Ocean Edge’s
Keynote Speaker, Joyce Smith, CEO, National Beach!

Association of College Admission Counseling

Homour Shoty
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10 Responsibilities of
Leadership

By: Robert A. Hall, CAE

Association executives—like members of other professions—
have as many viewpoints of their key responsibilities as there
are practitioners of the profession. Here’s my take on what's
important.

1. The executive has a responsibility to ensure that the
association still exists in ten years to do the good work.
Of course, the economy, the board of directors, the changing
pace of technology in your industry, or a segment of the
membership may take the ship onto the rocks despite your
best efforts. But in a world where short-term thinking is
endemic, and where geese are regularly slaughtered in the
vain search for golden eggs, someone has to be focused on
the long term. That someone is you.

2. The executive has a responsibility to leave the
association in better shape than she found it.

Again, a focus on the long term is key. Flashy projects may
make you popular. Quick fixes to members’ problems may be
very tempting. But your job is to make sure that your
association is more fiscally sound, better operated, more
respected and stronger the day you leave than the day you
walked in the door.

3. The executive has a responsibility to focus the board
on the big picture.

Boards are comfortable operating at the micro level, and will
drift downward without pressure from below. Working on
details and small projects—where you have a product at the
end of the day—is more comfortable and satisfying than
wrestling with strategic issues with undefined results. But you
have to push them to do it, or they will soon be doing your
job—or your assistant’s job—and no one will be doing the
board’s job.

4. The executive has a responsibility to ask the tough
guestions.
I've seen a state association exec fired—at age 62 after 20
years service—for throwing “roadblocks” in front of a
wonderful new marketing program. He was “too
conservative,” too “out of touch with the changing times.” At
the end of the year, the association had raised and spent a
million dollars on a program that produced no results. Then
the finger pointing began. A good exec knows he is putting
his job on the line every week. Ask: Is it in the strategic plan?
Is it in the budget? Is it in the mission? Is it legal and ethical?
Have other associations done this and with what results?
(Continued on page 14)

\arriott

PORTLAND
AT SABLE OAKS

&1

bl ) 8 LR
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The Portland Marriott at Sable Oaks, just minutes

from the airport and historic downtown Portland, offers all

the amenities for today's business traveler and luxurious
accommodations to ensure a comfortable and productive stay.
Featuring dynamic meeting space, business center, golf course,
pool, fitness center and more, it's the perfect location to
experience business, pleasure or both.

Historic cities. Architectural treasures. Unbounded natural
beauty. Where local hospitality, cuisine and charm meet
modern innovation. And where business feels at home in
places where people have been meeting for over a century.
That's something to value...and something we've valued...
with specials and incentives that meet today’s demands.
Go to northeastmeetings.com and discover more today.
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Teamwork.
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With expert planning, friendly service-oriented staff and
gourmet cuisine, the The Samoset can help you turn your
idea into a first class event. Enjoy our newly-renovated
guestrooms and indoor pool, championship golf course, four
diamond restaurant, health club, and brand new zero-entry,
ocean view outdoor pool with fire pit. Make your event a
memorable success at The Samoset.

Historic cities. Architectural treasures. Unbounded natural
beauty. Where local hospitality, cuisine and charm meet
modern innovation. And where business feels at home in
places where people have been meeting for over a century.
That’s something to value...and something we've valued...
with specials and incentives that meet today’s demands.

Go to northeastmeetings.com and discover more today.
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(Continued from page 13)

Does the vender have references? Are other venders
providing the same service? Better to ask the tough
questions, get fired and move on, than by your silence to
violate the trust to preserve and strengthen the
association.

5. The executive has a responsibility to set the
example.

Nothing is more key to leadership. If you demonstrate a
weak work ethic, do you think the staff and volunteers
will think the mission matters? If you don’'t model fiscal
responsibility, integrity and frugality, do you think the
board and staff will? And what will be the fiscal results?

6. The executive has a responsibility to manage,
lead and lookout for the staff.

Your contract says—if you are with a well-regulated
association—that you have the responsibility to hire,
supervise, compensate, and, when necessary terminate
staff. That's part of managing them.

But you also have the responsibility to lead staff, to
stimulate their interests, to develop their enthusiasm for
the mission, to inspire them. By the same token, it's your
responsibility to look out for the staff's welfare. If you get
a big raise or bonus and the staff gets pennies, do you
not think they will know it? And will they go the extra
mile for you? You need to have an idea what is going on
in their lives, to demonstrate you think of them as valued
people, not cogs in the association’s machine, and when
necessary, to go to bat for them with the board and the
leadership. Looking out for your subordinates’ welfare is
another key principle of leadership.

7. The executive has a responsibility to know the
job.

Like any profession, association management has a
body of knowledge. And like every profession, no one
can know it all. The literature doubles faster than we can
read it. But if you don't have a basic understand of
things like non-profit accounting, UBIT, anti-trust and
Hydrolevel, board governance, and hundreds of other
topics that are unique to what we do, you will fail. And
your staff will understand that you are not competent
and will not respect you as the staff leader.

That's why it's vital to belong to ASAE and the local
association executive societies, to get out of your office
and attend meetings where you can increase and share
knowledge, and to read the publications and those
books you can put away.

(Continued on page 15)
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(Continued from page 14)

8. The executive has a responsibility to be committed to the mission.

If you don't care, why should the staff? When | decided not to seek reelection to the Massachusetts senate after
five terms, | was frustrated and burned out. | wanted a job where | didn’t have to care, where | could make a living
and enjoy life. Luckily, | stumbled into association management, where | discovered I’'m not capable of not caring!

If you are working for an association where you don't feel a real commitment to the mission, cause, industry or
profession, it's time to put your resume in the mail. The volunteers and staff will catch your lack of enthusiasm.

9. The executive has a responsibility to maintain ethics and integrity in the association.

When things are done in secret, the association is headed for trouble. When things are done that you wouldn’t want
in the trade press, the association is headed for trouble. When things are done to benefit a small group at the
expense of the many, the association is headed for trouble. Speaking up for the right always takes moral courage,
and you may pay a price. But eventually you'll pay a higher price for silence.

10. The executive has a responsibility to carry out the wishes of the board, fully and enthusiastically.

The board directs the goals and priorities of the association. When you believe what they are doing is counter
productive, you must tell them. But once they decide, you must go forward, unless the course is unethical or illegal.
In that case, having told them, you must find other employment.

Robert A. Hall, CAE is a Marine Vietnam veteran who later served five terms as a Massachusetts State Senator, where he was minority whip.
He left the senate to enter the field of association management in 1982.

NE/SAE Presented Ten Things I Wish I Knew About Association Management Workshop in Providence RI this
March. Quality of Program and Speaker, BOD Harris, CAE voth scored 2 4.94

out of 5!

Isn’t it time YOU attended a NE/SAE Program!?

Pictured left: NE/SAE Education Member, Mike Nixon, welcomes attendees and introduces our speaker, Bob
Harris. Right: Attendees
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(Continued from page 1)

How to know your members

To understand what your members want, you need to ask them. Many associations do this (eg vigilantly recording
the reason for joining) but then don't do anything with the data - or think they know better and ignore it. It is also
important to understand why you members remain as members. Sometimes this changes over time as their
business or career needs change. In industry associations we have found that staff changes are often a big reason
for resignations.

We strongly recommend that you consult your members and continually refer back to the reasons they joined and
stay members so that you can continue to provide what they want - not what you Board thinks they want. Analyzing
service usage and product/service take up rates is also usually a good way to determine what members want.

Communication is tough when too much is offered

We also find that when an association provides "too much" they cannot effectively communicate what is available. It
is usually information overload so members don't absorb or understand what is available. Unfortunately this usually
means that members don't find out about or use the really valuable things either.

If you have a big membership package members won't have time to try everything. And if they try one thing and it's
not great it will usually deter them from trying other services and make their membership vulnerable.

Expanding your services

When you are looking to add new services, asking members "what else can we provide" often proves to be a
somewhat pointless question. You will usually get one or two suggestions, but on the whole, members thing you are
the experts and should know what they need to know ... that's why they are a member after all!

If you are considering expanding your service line the best approach is to develop your service or concept and then
test whether members are likely to use it. Members are usually better at telling you whether they will use a product
or service rather than what you should be developing.

Know your value proposition

Once you know what your members want then you can truly understand how you can provide value. Don't try to over
service. You will only be doing yourself a disservice. As most nonprofits are time and resource poor, it is imperative,
particularly at the moment when membership is under threat, that you allocate your recourses to the areas that
deliver the services that members want.

Don't provide services and benefits that are not adding value or influencing the join/retain decision. Be ruthless. if the
service or benefit is not key or not making you money ... cut it out! In most cases you will find that members didn't
even know it existed.

Call for News! Are you a Regular NE/SAE Member
» : with space to rent at your association’s
The next edition of New England Society of ’
Association Executives’ Newsletter, ExecuNotes, will headquarters? Then you may want to
be going to print April 1. Please send all your news, consider NE/SAE’s Marketing

photos, articles and ads to
by July 1, 2009.

Opportunities! Regular Members are

welcome to advertise, sponsor and
NE/SAE_ reserves editorial rights over all exhibit!

submissions. Please note, we are happy to include

your company and staff news, space permitting, but

first priority is to the members of NE/SAE. Details may be found in our media kit
on the advertising page of our web site,
http://www.nesae.org




