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LETTER FROM THE BOARD CHAIR

Managing Through Unprecedented Change

This past year has been different to say the least. The COVID-19
pandemic has affected every facet of our lives, from personal to
professional. While we grapple with isolation, grief and anxiety, we
are still expected to carry on and do our jobs. Association Forum
is here to help you with your professional challenges — whether
they're directly related to the pandemic or not.

For all of us at the American Society of Anesthesiologists,
this has been a particularly challenging time, especially as our
members needed to support patient care on the front lines while
staff had to manage the transition to a virtual work environment.
We continue to work diligently with some reduction in revenue
from the loss of our in-person meetings. VWhat we have learned
during this crisis has been tremendously invigorating for us.

We have learned that we can work effectively as a team to
provide state-of-the-art virtual meetings and needed resources
in real time as well as effectively manage our budgetary challenges.
The pandemic has shown us that the professionals in the association
community have tremendous skills and resilience and have proven
to be indispensable during this time of crisis.

Under former chair Geoffrey Brown's leadership, Association
Forum was able to offer resources and virtual education to mem-
bers to keep this community strong. Along with Forum’'s CEO
and President Michelle Mason and the 2020-2021 Board of’
Directors, Brown oversaw the creation of a new business plan for
the organization. Working with the consultancy firm THRUUE,
the team determined what made Association Forum special and
what could be changed in order to run more like a business.

This new model refocuses our value proposition to three key
areas: convening, content and consulting. We already know that
Forum is great at gathering members and partners for thoughtful
events. We also have an award-winning magazine and a huge
body of knowledge online. Consulting closes the loop and follows
up on delivering the information to members while also learning
about how they've applied it.

Other key elements to our business plan are our four verticals.
These are areas where we'll focus our efforts and hone our strategy.

Welcoming Environment®

This program has been a cornerstone for the organization —
displaying thought leadership and social impact. We strive to
create a sense of belonging and connectedness that engages
individuals in an authentic manner. Welcoming Environment
is already successful in convening (our national summit) and
content (our first-of-its-kind research study). We plan to expand
these efforts with the addition of advisory groups, a certificate
program, a C-suite training and more. We are looking to hire
a diversity consultant to help us strengthen this program and
ensure we have the infrastructure needed for it to succeed.

Leadership Development
Association Forum is a resource at every stage of your career.
| remember my first Forum meeting when | first arrived in Chicago
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as a mid-career executive in
2002. Forum provided me with
a network and the resources to
develop new skills, particularly
around leadership, change
management and team building,
as well as creating a welcoming
and inclusive environment. I'm
certainly in a different role today,
but I still rely on my peers at
Association Forum for support
and resources. While this area
of our business is well estab-
lished, we plan to operationalize
the leadership journey by
developing a road map. VWe
want to provide clear pathways

PAUL POMERANTZ, CAE,
FASAE

CEO, AMERICAN SOCIETY OF
ANESTHESIOLOGISTS AND
CHAIR, ASSOCIATION FORUM
2021-2022
)

to members who are interested
in expanding their knowledge and advancing in their careers.

Collaboratives

One of our most successful programs is the Healthcare
Collaborative. We convene leaders for intellectual discussion,
debate and community building. Expanding on that success,
we're looking to offer this thought-provoking model in other
areas, including digital-first, the future of meetings, operations
and more. We look forward to exploring this new frontier and
serving our members in a new way.

Foundation

The Association Forum Foundation was established in 1987 and
has done plenty of good. From hosting our annual Honors Gala
to providing meals to healthcare workers during the height of the
pandemic, the foundation has been a vehicle to give back. But the
foundation has never had a clear business case. We plan to change
that and leverage our foundation as an incubator for new programs
and products that engage members. Through pulse surveys and
direct member input, we'll be able to explore new opportunities
based on our members’ voices. We look forward to this change and
the opportunities for product development, research and education.

This shift toward new priorities has forced us to forego some
of our existing programs and products. As members, | encourage
you to be patient with us and know that these changes will bring
even more value to your membership.

These plans are exciting, but the real work begins now. Thank
you to the incredible board and staff at Association Forum —
your efforts have kept us relevant through these incredible times.
It's been a tough year, but, armed with this new business plan
and a 105-year history, we're prepared for what's to come.

2l A~



ENSURING AN INCLUSIVE ENVIRONMENT

®

As part of our efforts to provide a Welcoming Environment
for our members, we are providing a copy of our Core
Values translated into Italian by Interpro Translation
Solutions, Inc.

Be a Welcoming Environment

We are a welcoming environment that actively seeks
to enhance the larger community by recognizing the
whole is greater than the sum of its parts. We will
make everyone who interacts with us feel welcomed,
represented, engaged, inspired and empowered.

Embrace Innovation and Quality

We love to try new ideas and seek inspiration from
inside and outside the association community—we
value improvements big and small. Experimenting
with breakthroughs is encouraged and celebrated;
however, we know when to pull the plug. We aim to
continuously improve.

Have Fun and Stay Positive

[t's a fact that you generally spend more time with your
co-workers than you do with your own family. We
strive to make our work environment one that is fun,
positive and an overall great place to work.

Open and Honest Communication

and Teamwork

You don't know what you don't know! Effective
communication is key. We shall cultivate an environ-
ment where we speak openly, honestly and with the
goal of building a better team. Candor is constructively
embraced. We will work collaboratively to deliver
value to members.

Accountability—Own It

We hold each other accountable and expect people
to respectfully ask questions and raise concerns.
Because work requires interdependent teams and
collaboration, we will trust and depend on each other
to be responsive and to deliver value and quality
services to stakeholders.

I Vi vith Inteority

We operate ethically, contributing our time, talents

and know-how to advance our communities where
we work and live. We commit to growing our
association in ways that benefit the environment
and society.

Nell'ambito del nostro impegno a fornire un Welcoming
Environment® per i nostri membri, forniamo una copia
dei nostri valori fondamentali tradotta in italiano da
Interpro Translation Solutions, Inc.

Essere un Welcoming Environment

Siamo un ambiente accogliente che cerca attivamente
di valorizzare la comunita pits ampia riconoscendo che
il tutto & maggiore della somma delle parti. Faremo
sentire benvenuti, rappresentati, coinvolti, ispirati e
responsabilizzati tutti quelli che interagiscono con noi.

Adottare innovazione e qualita

Ci piace provare nuove idee e cercare ispirazione
all'interno e all'esterno della comunita dell'asso
ciazione: apprezziamo i miglioramenti grandi e piccoli.
Incoraggiamo ed encomiamo la sperimentazione di
innovazioni; tuttavia, sappiamo quando & il momento di
la spina. Miriamo a migliorare continuamente.

Divertirsi e rimanere positivi

E un dato di fatto che in genere si trascorre pili tempo
con i colleghi che non con la propria famiglia. Ci sfor
ziamo di rendere il nostro ambiente di lavoro divertente,
positivo e in generale, un ottimo posto di lavoro.

Comunicazione aperta e onesta
e lavoro di squadra

Se non lo sai, non lo sail Una comunicazione efficace
¢ fondamentale. Coltiveremo un ambiente in cui
parliamo apertamente, onestamente e con |'obiettivo
di costruire una squadra migliore. La trasparenza viene
accolta in modo costruttivo. Collaboreremo per
portare valore ai membri.

Responsabilita: il nostro must

Ci riteniamo responsabili e ci aspettiamo che le persone
pongano domande e sollevino preoccupazioni in modo
rispettoso. Poiché il lavoro richiede team interdipen-
denti e collaborazione, ci fidiamo e dipendiamo I'uno
dall'altro per essere reattivi e offrire servizi di valore e di
qualita agli stakeholder.

Vincere con rettitudine

Operiamo eticamente, contribuendo con il nostro
tempo, i nostri talenti e il nostro know-how per far
progredire le comunita in cui lavoriamo e viviamo. Ci
impegniamo a far crescere la nostra associazione in
modo da favorire I'ambiente e la societa.

ASSOCIATIONFORUM.ORG 5



ASSOCIATION NEWS AND TRENDS

WHILE RETARGETING HAS BEEN AROUND FOR SOME TIME,
MOST ASSOCIATIONS STILL AREN'T USING THIS TYPE OF ADVERTISING.
HERE’S WHAT YOU NEED TO KNOW ABOUT THE SERVICE.

Google are two major companies that offer
retargeting services, but other smaller
providers exist as well.

We've all been there: You'e looking at a pair of
shoes or workout equipment or doing any
other sort of doom-shopping to stave
off the pandemic’s doldrums — and
suddenly those potential
purchases start following you
around the internet. That's
the result of retargeting.
Here's how it works,
including why retargeting
might not be right for
your association.

Retargeting generally has
two primary goals: aware-
ness and conversion. As
a first step, retargeting
can inform potential
customers about the
products your associ-
ation offers. For these
retargeting ads, you can
educate people about
continuing education,
events, credentials and
more. By seeing your
brand’s likeness multiple
times, it can help build
familiarity and trust, which can
increase the chance of someone
buying one of your products.
For people who are already familiar
with your brand and its offerings, retargeting is

Retargeting is a type of
advertising that targets
people who have visited
your website or social
media profiles. Shopping
for shoes is a good way
to visualize the experience.
Say a potential customer
goes to a shoe store’s website
and browses around without buying
anything. As they surf the internet, the shoe

company’s products will follow the user around, an opportunity to get them to commit to a purchase.
offering a chance to the potential customer to go back to the For instance, if'you have a new virtual event, you can create
store’s site and buy the shoe or other similar shoes. These ads an ad to target and entice existing customers with information

can be scheduled to start appearing any time, whether later that ~ about the virtual event as they browse other sites.
day or a month down the line. Unlike other types of advertising,
you don't need to collect the person’s email address or need them

to search for a related product. Once they visit your website, Retargeting is a long-term strategy that should be used in
you can instantly start sending that person ads in the hopes conjunction with other marketing initiatives. While it can be
of luring them back to the site. beneficial, especially for larger associations,

it does require time and effort: Successful

3 1 % retargeting campaigns will likely need to be
OF

Retargeting is often done through the use tested, monitored and tweaked over the course

of cookies, which are small file thats store ASSOCIATIONS of several months. Additionally, campaigns

information on a person’s computer. Once ARE USING can take several months before yielding results.

a user engages with your site, this bit of stored RETARGETING Lastly, not all internet users like ads following

information will then follow the user around. them around the internet — implementing
Associations can partner with providers ﬁ]oc‘grc&r'\;'tagé?s“2”§2geggﬁ'bership retargeting campaigns could damage the

to execute these initiatives. Facebook and Marketing Benchmarking Report  reputation or goodwill of your brand.
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Association Forum is pleased to announce
three additions to the board of directors
for 2021-2022, as well as the selection
of a new officer, which were unanimously
approved by the FY21 board of directors.
The new terms began on April 1, 2021

(automatically succeeds from

Chair-Elect)

Paul Pomerantz,
CAE, FASAE,

CEQO, American Society
of Anesthesiologists

Geoffrey Brown,
CAE, CEO, National
Association of Personal
Financial Advisors

(three-year term)

Mark Vaughan, FASAE,
Executive Vice President
and Chief Sales Officer,
Atlanta Convention and
Visitors Bureau

Michelle Mills
Clement, FASAE,
CAE, CEQ, Chicago
Association of

REALTORS®

Matt Sanderson,
President & CEQ,
SmithBucklin

(automatically succeeds
from Secretary- Ireasurer)
Denise Froemming,

| CAE, CPA, MBA, CEO/

Executive Vice President,
Institute of Real Estate
Management

(three-year term)

Vicki Loise, CMP
CAE, CEQO, Society
for Laboratory
Automation and
Screening

Michelle Mason,
FASAE, CAE,
President and CEQ,

Association Forum

Loretta DelLuca,
FASAE, CEQ, DelCor
Technology Solutions

Melvin Tennant, II,
MA, CAE, President
& CEO, Meet

Minneapolis

(one-year term)
Gregory Heidrich,
CEQ, Society of

Actuaries

Jose Segarra, MNA,
CAE, Executive
Director, Bostrom

Jed Mandel, J.D,,
Partner, Chicago
Law Partners, LLC

Bob Moore, MA,
CAE, Executive
Director, American
College of Osteopathic
Family Physicians

Pauli Undesser,
MWS, CAE,
Executive Director,
Water Quality
Association

ASSOCIATIONFORUM.ORG 7



Q: OUR ASSOCIATION IS INTERESTED IN COLLECTING DATA TO FURTHER OUR EFFORTS
ON DIVERSITY, EQUITY AND INCLUSION [DEI]. HOWEVER, ONE OF OUR EUROPEAN
MEMBERS HAS SAID THAT WE MAY NOT BE ABLE TO DO THAT BECAUSE OF THE GENERAL
DATA PROTECTION REGULATION [GDPR]. IS THAT TRUE? DOES BREXIT CHANGE ANYTHING
FOR OUR BRITISH MEMBERS?

A: The GDPR, which was adopted by the European  “personal data” includes, for example, individuals’
Union (EU) on May 25, 2018, regulates the collec- names, email addresses, photographs, bank details,
tion, use, storage and maintenance of “personal data”  social media posts, medical information and Internet

belonging to EU residents. As defined by the GDPR, Protocol (IP) addresses. By its terms, the GDPR

8 2021 ISSUE 2

n
4}
o
©

E
>
=
[}
Y

ol
=
c
]

©

2

©

(]
x~
[}

2

©

<
Py

2
c
s}
@
c
<

\©

‘0

e
[}
S

a



regulates entities located both within and outside the
EU, including those in the United States, that obtain
personal data of EU residents in connection with
goods and services provided to them. Goods and
services include those for which payment is made
(e.g., membership; conference registration), as well
as those freely available on an association’s website
(e.g., online communities).

GDPR regulates the processing of all personal data,
but it applies stricter rules to “special categories of
personal data,” which include data concerning race and
ethnic origin, political opinions, religious or philosophical
beliefs, trade union membership, genetic data, biometric
data identifying an individual, health data and data
concerning one’s sex life or sexual orientation. Special
category data is considered particularly sensitive
because of its potential to be used for unlawful purposes,
such as discrimination or curtailment of individual
freedoms. As a result, GDPR prohibits its processing
altogether unless certain exceptions apply.

Those same “special categories of personal
data” are exactly what associations are increasingly
interested in collecting and using for DEI initiatives.
Associations may process such information only if
they comply with the terms of one of the exceptions
set forth in the regulation. For example, associations
can obtain explicit consent from the individual
subjects of the data request. For the consent to
meet GDPR requirements, the association must
advise the individuals of the purpose and length of
time for which it is requesting the data and make
clear that they may elect not to respond. As a
practical matter, an association may meet the explicit
consent requirements by: (i) highlighting the relevant
question(s) (e.g., by using pop-up or similar online
technology that allows the data subjects to review
individual requests for information and either “accept”
or “decline” the opportunity to respond); (ii) stating
the purpose for which the information will be used
(e.g., to improve annual meeting programming; to
increase diversity among board and/or committee
membership); and (iii) advising the data subjects that
responses are voluntary and they may withdraw their
consent at any time.

When an association wishes to obtain special
category data only for the organization'’s internal
purposes, it may process the data under a separate

“not-for-profit” exception. Specifically, the data
processing must relate only to association members,
former members or persons in regular contact with
the association in connection with its purposes

and must be carried out “in the course of [the
association’s] legitimate activities with appropriate
safeguards” in place. The data processed cannot

be disclosed outside the association without the
consent of the data subjects. This exception arguably
is less cumbersome for an association to meet than
obtaining explicit consent; however, the allowable
use of any resultant data is more restricted. In
addition, such processing lacks the transparency
associated with obtaining explicit consent. As a resullt,
associations processing special category data to
further DEI efforts may decide that it is more prudent
to seek explicit consent.

Regardless of the exception relied upon,
associations processing special category data should
document plans for retaining the data for only as long
as it is used and in no event longer than the period for
which it obtained data subjects’ consent. In addition,
associations should seek guidance from appropriate
technical personnel as to how such data may be
isolated and deleted (or de-identified) within the
established time frame.

While the United Kingdom officially left the EU last
year, GDPR-type requirements continue to protect
the personal information of U.K. residents. The U.K.
adopted its own Data Protection Act in 2018 (DPA
2018), which was amended as of Jan. 1, 2021, to
reflect the U.K's status outside the EU. DPA 2018
includes the U.K. GDPR, which, as the title suggests,
broadly adopts the principles of the EU GDPR.
Accordingly, the rules for processing personal data
belonging to U.K. residents are substantially similar
to those for EU residents.

There are many positives associated with
collecting demographic data to further DEI efforts
within associations and the industries and professions
that they represent. So, too, are there benefits to
protecting members’ (and others’) most sensitive
information from use for discriminatory purposes.
The real challenge for associations is to understand
what data they can collect, and the manner in which
they may collect it, so as to protect individual rights
while furthering their broader societal goals. With
careful planning, along with legal and technical
support, associations can do both.

SUSAN FEINGOLD
CARLSON, J.D.
—
CHICAGO LAW
PARTNERS, LLC

THIS LAW REVIEW WAS WRITTEN BY SUSAN
FEINGOLD CARLSON AND EDITED BY JED MANDEL,
BOTH OF WHOM ARE FOUNDING MEMBERS OF
CHICAGO LAW PARTNERS, LLC. CLP SERVES AS
THE ASSOCIATION FORUM'S GENERAL COUNSEL.

ASSOCIATIONFORUM.ORG 9
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and demanding.

Let’s captivate them with
stories that beg to be retold.

Your audience awaits



GETTING THE RIGHT PEOPLE

IN PLACE CAN HELP OVERCOME
ANY HURDLE, WHETHER IT’S A
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STRONG LEADERSHIP IS THE WAY.

— The New Leadership € €To be seen as experts in healthcare
Model, pg. 12 foodser /
our members and our certificate holders,
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by Teresa Brinati
A NNNNNNNNNNNNNNN\N

he last year has been filled with
struggle and resilience. The
CQOVID-19 pandemic, the Black
Lives Matter movement and the
Jan. 6 insurrection on the U.S.
Capitol are barometer-bursting
crises on their own. But
together, they have contributed
to a complex web of social, political and civic unrest.
Their ramifications are both global and local, affecting
us personally and professionally. Can associations
help us navigate the change needed and guide us
toward a more restorative culture?

Authentic and empathetic leadership are models
that could pave the way. On the surface, they
may appear to resemble personal traits rather than
leadership concepts — along the lines of the folksy
adage, “don't judge someone until you've walked a
mile in their shoes.” But even the Harvard Business
Review (HBR) has devoted considerable ink to
authenticity and empathy in leadership, identifying
them among three core drivers of trust.

“People tend to trust you when they think they
are interacting with the real you (authenticity), when
they have faith in your judgment and competence
(logic), and when they believe that you care about
them (empathy),” argued Harvard Business School
Professor Frances X. Frei and entrepreneur Anne
Morriss in their article “Begin with Trust” in HBR's
May/June 2020 issue.

“Trust is the basis for almost everything we do,”
Frei and Morriss wrote. “It’s the foundation on which
our laws and contracts are built. It's the reason we're
willing to exchange our hard-earned paychecks for
goods and services, to pledge our lives to another
person in marriage and to cast a ballot for someone
who will represent our interests. It's also the input
that makes it possible for leaders to create the
conditions for employees to fully realize their own
capacity and power.”

ASSOCIATIONFORUM.ORG 13



THE NEW LEADERSHIP MODEL

Authenticity Within
Associations

To a varying extent, association leaders are practicing
authenticity and empathy in the workplace, spurred
by a pandemic-induced remote work environment and
a commitment to diversity, equity and inclusion (DEI).
But just what that authenticity and empathy look like
depends on the association — and the leader.

“There is always a struggle as a leader to being
‘more’ than | am,” says Marvin Lindsey, CEO of the
Community Behavioral Healthcare Association of
lllinois (CBHA). “I believe being authentic is learning
to honestly accept who [ am, both assets and
liabilities, and showing that to the public. Leadership
is not about being an emotional robot, but also not
overly reacting to a situation either.”

To that end, Lindsey is a proponent of rethinking
beliefs and challenging assumptions — just because
you've always done things one way doesn't mean you
have to continue to. “I try to practice these principles
in my interactions with my members and staff on a
day-to-day basis,” Lindsey says.

Vulnerability is another characteristic of authenticity,
says Jose Segarra, an account executive at Bostrom,
an association management services company. He
is drawn to the thinking of social scientist, professor,
author and podcast host, Brené Brown, who said:

‘Authenticity is the daily practice of letting go of who we
think we're supposed to be and embracing who we are.”

“Vulnerability is uncomfortable, but it is the only
way we can be authentic,” Segarra says. “We are
vulnerable when we show others who we are.” As
a leader, he has shared with his staff professional
vulnerabilities, including how he likes things done

when planning a big project. He's also shared personal

vulnerabilities, such as telling his staff when he went
through a breakup.

“It doesn't mean you have to share absolutely
everything. And, of course, don't share anything
inappropriate,” Segarra adds.

The benefit is that by sharing parts of who you
are, staff understand where you are coming from and
what you are going through. And there is mutuality
in this approach. “l encourage them to do the same.
To come to work knowing that they can be authentic
and that we won't judge them for being authentic,”
Segarra says.

Authenticity takes courage. Mary Lynn Fayoumi,
president and CEO of HR Source, believes there
is no one-size-fits-all approach for authentic leaders
and that they can be successful with completely
different leadership approaches. “I practice authentic
leadership by sharing my successes and failures with
my board and team,” she says. “l don't pretend to
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know all of the answers, | highlight mistakes that

| make personally or have been involved with, and

I encourage others not to be afraid to try new things
and fail. During the pandemic, we have experimented
with many new member benefits. Not all of them
have been met with success, which has provided
learning opportunities for our team and improved
service to our members.”

Segarra agrees with that assessment —
particularly around providing leeway for failure —
again citing Brown: “No vulnerability, no creativity.
No tolerance for failure, no innovation. It is that
simple. If you're not willing to fail, you can't innovate.
If you're not willing to build a vulnerable culture, you
can't create.”

Demonstrate Empathy

Authenticity and empathy are breaking through

the noise and contributing to DEI efforts. In a Wall
Street Journal Magazine interview this year, plus-size
model Ashley Graham noted the traits essential to
her success are “being myself, being authentic and
being kind.” She relied on these traits to ascend the
heights as a supermodel and businesswoman in the
fashion industry, which is notorious for marginalizing
fuller-bodied and curvier people like her.

[ast year, Kamala Harris became the first woman,
first Black person and first South Asian American to
be elected vice president of the United States. WWhen
she gave her acceptance speech, there were large

peri priatna/iStock Collection via Getty Images




video displays buffeting the stage with the message,
“The People Have Chosen Empathy.” For the occa-
sion, Harris intentionally wore head-to-toe white,
a color choice that has deep significance in politics.
Dating back to the suffrage movement, women have
worn white as a symbolic way of resisting gender
inequality. During her speech, she was in empathetic
solidarity with, as Harris stated, “the generations
of women — Black women, Asian, white, Latina,
Native American women — who, throughout our
nation’s history, have paved the way for this moment
tonight. Women who fought and sacrificed so much
for equality and liberty and justice for all.”
Each of us can build a capacity to empathize
and contribute to creating an environment of trust
in which all feel safe bringing their whole self to
work. Empathy is a core tenet of DEI that should
be integrated into the values of an association, its
culture, its activities and how it conducts business.
Even the Bard of Avon weighed in on empathy
nearly 400 years ago. In the new book, Of Human
Kindness: What Shakespeare Teaches Us About Empathy,
Drexel University Professor Paula Marantz Cohen
propounds that The Merchant of Venice, Othello and
King Lear are plays that “elicit empathy for people
whose backgrounds, situations and bodies are different
from our own — characters we might even dismiss,
dislike or even abhor.” She adds that these lessons from
literature are particularly relevant today.
“The anger and unwillingness of many Americans
to listen to those with different opinions is a serious

Authenticity and empathy
are essential ingredients
in keeping association
workplaces equitable, inclusive

and functioning effectively.

THE NEW LEADERSHIP MODEL

societal problem,” Cohen said in a Wall Street
Journal interview earlier this year. “It is easy to react
thoughtlessly to people who seem alien; it is much
harder to see things from their point of view, to
recognize what influences, in which we may be
complicit, have formed or deformed their characters.

... When we address one another with empathy,

disagreements don't go away, but compromise and
unity are easier to reach.”

So how do you develop empathy and make it part
of your association’s culture? Empathy takes regular
practice, along with self~awareness and an openness
to accept feedback, including critique, Fayoumi
says. “Leading by example means thinking about the
behaviors you want to model in your organization
and letting others look behind the curtain at your
authentic self, not just on special occasions, like
a holiday party, but on a regular basis,” she says.

“Trust is built over time through many different

experiences and has to be earned. People watch
and learn from leaders, so leaders need to be mindful
of what they're teaching.”

Lindsey says empathy begins with developing
the ability to take a self-inventory of all member and
staff relationships. “I think it is up to me as a leader
in our association to create an environment where
people feel safe. | do this by first showing interest in
their lives, next by being honest when | am commu-
nicating to them, by keeping them informed about
anything that impacts them and also respecting when
we have confidential discussions. That also includes
that | do not discuss anything about one of their
coworkers with them,” Lindsey says.

Gaining different perspectives is an important
part of the empathetic leadership equation. “VWe
exhibit empathy when we try to understand another’s
perspective or situation,” Segarra says. “Typically, that
has a lot to do with emotions. VWe have to, at times,
shift our focus from the goals of the organization,
or whatever project we are going through, in order
to ensure that our most valuable resources — our
staff — are taken care of in a holistic way. Only when
staff see leaders of organizations practicing empathy,
authenticity and vulnerability will they know it's OK
for them to do that as well. Most importantly, pay
attention to the instances when those same things
are happening and acknowledge or celebrate them!
et them and others know that it is OK.”

What’s Worked During

the Pandemic
For more than a year, the COVID-19 pandemic has
tested association leaders mettle. This includes the
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abrupt pivot to remote work, as well as relying
on technology for the delivery of member products
and services.

Could leadership be replaced by technology?
Maybe, according to software company Citrix’s
recent report, “Work 2035: How People and
Technology Will Pioneer New Ways of Working,”
which is based on the responses of 500 executives
and 1,000 employees at large and mid-sized
companies in the United States and Europe. One-
third of interviewed employees said leadership will
be “partially or completely replaced by technology”
by 2035. Although only a small percentage of
executives agree with that, there’s a shared belief
that automation will have some impact.

The report notes that the pandemic has given
association executives “a crash course in some
essential characteristics of leadership in that

emerging environment: more tech savvy, more
focused on speed, more adaptive, more concerned
with innovation and the collaborative processes
that stoke it.” The pandemic has also given a crash
course on compassion, requiring leaders to support
employees and members who've experienced
displacement, according to the report.

HR Source’s staff of 40 has been working almost
entirely remotely during this time, with their head-
quarters in west suburban Chicago remaining empty.

“My word of the year is grace, and my intention is to

give grace,” Fayoumi says. “There’s no wall between
the workplace and home anymore, so there’s no
question that employers are going to be faced with
many more nuanced and reasonable requests to

work remotely, to live elsewhere, to work alternative
schedules — to figure out how to continue to
maintain their employment while also living their lives.”

WHAT IS AUTHENTIC LEADERSHIP?

The idea of authentic leadership has picked up steam in the last decade or so. Harvard
professor and businessman Bill George has written extensively on the concept and is helping
form its theoretical roots. Most scholars and business thought leaders agree that authentic
leadership includes four gualities:

Relational trans-
parency: the leader
openly shares their
own thoughts and
beliefs, while mini-
mizing any inappro-
priate emotions

pective: the

Balanced
processing:

the leader
solicits opposing
viewpoints for fair
consideration

16 [EcruMl 2021 1SSUE 2

dan4/iStock Collection via Getty Images




jamesteohart/iStock Collection via Getty Images

Organizations will have to think
about what they need, where
people can get work done and
how employees can be most
productive. “There are many
advantages to being flexible that
are tied to business outcomes,”
Fayoumi says. In the past, she
says, companies may have thought
that this flexibility was strictly a
benefit for employees. “But there's
a growing understanding that the
benefits are on both sides — that
it can benefit the employer, too.”

CBHA has a staff of five that
has always worked remotely. Even so, Lindsey says
that new challenges have emerged. “The pandemic
has affected my staff'in different ways, whether
having children being schooled at home, concern
about elderly parents, being constantly isolated
or less active. A part of my job has been to reach
out individually to all my staff to check in once
a week about non-work-related issues. | have been
intentionally more optimistic and focused
on actions we can take now to improve our situa-
tion post-COVID-19.”

Segarra agrees and says that it is important to
reinforce a sense of belonging and purpose while
understanding that working from home may be
a chaotic experience for some and isolating for
others. "As leaders, we should maintain frequent
communication and engagement with staff to
ensure they remain mentally prepared to face the
work challenges present and to come.”

Personal connections contribute to productivity
and organizational effectiveness. In the absence
of in-person meetings, watercooler talk and coffee
breaks, an extra effort should continue to be made
to connect with staff and board leaders.

Segarra says that he has done several fun and
inexpensive or free exercises with his board. For
example, several “icebreaker” websites facilitate
small groups of people who spend a short amount of
time answering questions to get to know each other
better. Bostrom also has hosted virtual game nights,
happy hours and lunches, as well as extended virtual
meetings, to accommodate informal conversation
and friendly chats.

An online trivia game and a virtual cooking event
were well-received for CBHA, according to Lindsey.
Plus, monthly virtual meetings of CBHAS board, staff
and committee chairs have had increased attendance
compared to in-person meetings — an unexpected
upside that has made meetings more inclusive.

\

Keep It Real
During the pandemic, Lindsey has often thought of
his late mother, who was a treasure trove of wisdom.
One of her sayings that has helped carry him through
is: “You can't keep reheating old soup; it ain't gonna
taste right.” To him, authenticity and empathy are
essential ingredients in keeping association work-
places equitable, inclusive and functioning effectively.
Fayoumi’s aunt, who is a member of the Franciscans,
a Catholic religious order, is fond of quoting St. Francis
of Assisi: “Preach the gospel always, and if necessary,
use words.” Basically, don't tell people who you are,
show them. “That's why | think empathy is just
such a perfect example,” Fayoumi says. “You can
never, never make a mistake when you err on the side
of generosity. And you can't make a mistake if you
give someone grace. To see those happening in the
workplace, now more than ever, is a beautiful thing” [@

_}\-bloeautiful thing.”
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ROOM TO CONNECT

In Phoenix, celebrating the outdoors is a way of life, and our
incredible special events venues welcome your attendees to
experience it for themselves. Whether it's an intimate group
of a few or a larger delegation, our sweeping Sonoran Desert
landscapes and unique urban spaces are a perfect fit.

ROOM TO STAY

With more than 69,000 guest rooms at over 500 hotels and
resorts, there's more than enough room for your attendees in
Greater Phoenix. And, with new projects on the horizon, this
city’s portfolio of conference-friendly accommodations boasts
state-of-the-art facilities, impeccable service and plenty of room

for meeting — as well as space to explore, pamper and unwind.

ROOM TO ROAM

Inspired by the red rock walls and turquoise waters of the
Grand Canyon, the Phoenix Convention Center is one of the
most beautiful and sophisticated convention centers in the
United States. This interconnected campus offers more than
900,000 square feet of indoor meeting and exhibit space and
over 80,000 square feet of outdoor event space, referred to as
Canyon on Third.

In Phoenix, there's more than enough room to
reach your goals. Plan your next meeting at

VISITPHOENIX.COM/MEETINGS.

VISIT

PHQENIX
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ata is at the forefront of every-
thing we do today — an idea
the Association of Nutrition
and Foodservice Professionals
(ANFP) understands at the
very core of its mission. Within
the past decade, the organi-
zation ramped up from having
scant research initiatives to producing nearly a dozen
major reports every year.

One of the goals — then and now — was to
be viewed as authoritative in the industry. “To be
seen as experts in healthcare foodservice and food
safety elevates our members and our certificate
holders, which underlies why we pursued certain data
initiatives,” says LeAnn Barlow, MBA, vice president,
strategic initiatives and analytics, ANFP

Getting to this point has been a methodical
journey and a priority for President and CEO Joyce
Gilbert, PhD, RDN, during her tenure of leading the
association. “Ultimately what we've been trying to
do — and have been successful in doing — is raising
the value proposition of our members,” Dr. Gilbert
says. “Because if our members are the ones in the
field with the best practices, then they're the most
employable and knowledgeable. And then they can
better care for their patients and clients.”

That value proposition has been the end game
for ANFPE But in doing so, ANFP has realized
numerous other benefits, including helping the board
make more informed decisions about the association’s
overall direction.

Now in the eighth year of its data program, ANFP's
research arm is flourishing — and only expanding.

A New Vision

ANFP is composed of three entities: ANFP which
acts as the parent entity and is a 501(c)(6); a certify-
ing board, which is also a 501(c)(6); and the Nutrition
and Foodservice Education Foundation (NFEF),
which is a 501(c)(3) nonprofit. (Barlow is also the
executive director of NFEF) ANFP has more than
15,000 members, with a goal of providing the best
nutritional care through foodservice management.
Roughly 80% of members are in some form of
healthcare, whether that's long-term care, acute
care, nursing homes or assisted living.

Prior to joining ANFE Dr. Gilbert was the
executive director of the Marilyn Magaram
Center, a non-profit foundation at California State

University-Northridge, which focused on research
and education in food and nutrition. Equipped with
this background when she joined ANFFE Dr. Gilbert
felt that the best way to serve the larger food and
nutrition industry was through data — first in
gathering and analyzing findings, then in converting
that information into best practices.

“I brought this vision with me eight years ago,”
Dr. Gilbert says. “I really believed in looking at a way
to expand the data that was available in the industry.
The way we wanted to approach it was to create a
data repository by utilizing a large database and then
integrate that into our members’ operations. At
the same time, | wanted to couple that with digital
transformation, which was really about reinventing
our members’ value proposition based on the
capabilities of the digital technologies that were
centered on our numbers.”

Data wasn't a priority before Dr. Glibert joined,
with ANFP making decisions based largely on history,
she says. “Because we have three entities, we
have three boards. In order for the boards to make
informed decisions, | wanted to make sure they knew
what was going on in the industry,” Dr. Gilbert says.

“In order to do that, we had to collect data from our

own members. | think you make the best-informed
decisions when they're based on data, especially data
that has been analyzed by a third party.”

Placing a larger emphasis on data also helped
solidify ANFP's brand. When Dr. Gilbert joined in
2013, the association had just rebranded to ANFP
from being the Dietary Managers Association.
According to Dr. Gilbert, when the organization
rebranded, it lost some identity in the industry. “VWe
really needed a way to get our brand back out into the
industry,” Dr. Gilbert says. “Since we no longer had
the Dietary Managers Association name, | thought
another way to put our foot forward would be to
develop something that was valuable to the industry
as a whole. And then we can brand through that, and
that's what we've done over the last eight years.”

The Distribution Network

ANFP now runs several data-gathering programs,
including a skilled nursing benchmarking report,
an acute care benchmarking report, a research
database that combines ANFP data with national
data from the Centers for Medicare and Medicaid
Services (CMS) and, more recently, a quarterly
COVID-19 survey. ANFP often partners with
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>15,000

ANFP MEMBERS

ANFP has more than 15,000
members, with a goal of providing
the best nutritional care through
foodservice management. Roughly
80% of members are in some

form of healthcare, whether
that’s long-term care, acute care,
nursing homes or assisted living.

a third party to conduct and analyze surveys, which
adds a layer of credibility and accuracy to the
findings. “Our thought process is: In order for us

to better care for the patients and our clients, we

need to have the most accurate data in the industry,”

Dr. Gilbert says. “We can convert that data to best
practices, and then share those best practices across
the healthcare arena, especially in food management
and food safety.”

To distribute these findings, ANFP built a robust
content marketing program. One of the cornerstones
is ANFPty, a dedicated resource portal that hosts
videos and articles, which often highlight research
findings. An emphasis is placed on microlearning,
particularly videos that are one or two minutes long.

“I have to give credit to our director of education,
Cindy Zemko,” Dr. Gilbert says. “She really looked
at how adults learn. Because of the analytics we
collected on our own website, we can see how long
they stay engaged. Nine times out of 10, they were
buying shorter-information products.”

All this can get quite meta quite quickly: The data
about data helped ANFP decide what to do with
data. In short: ANFP prioritized a larger quantity
of shorter videos while still generating the occasional
hour-long webinar or more detailed continuing
education that's needed to maintain certification.

“Sometimes they want the full picture, and sometimes
it's just: Hey, it's Wednesday, my boss is asking
for this for tomorrow,” Dr. Gilbert says. “VWe want
ANFP to be a resource for that, as well”

Members have gobbled it up. Take the topic of
labor, which is a constant and major challenge in the
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foodservice industry, especially within healthcare.
ANFP was able to get 1,300 people to participate
in its long-term care facility benchmarking report
by submitting data about their own jobs. The very
act of their participation has been validating. “VWhen
you see people registering to input data for research,
that's when you really get the sense they want
to get meaningful and actionable data back out,”
Barlow says.

Through this research program, ANFP was
able to ask questions around how certain facilities
are recruiting workers, keeping workers employed,
what regional issues they face and more. “VWhat
our members can do is compare themselves with
others working a similar job in the region,” Dr. Gilbert
says. It allows members to see if they have the right
resources, the right number of full-time staff, the correct
food budget, ete. “If you do have the right resources,
then great. If not, a member can take that data to their
supervisor and say, Hey, I'm in the lowest percentile
in the nation. That kind of data helps them to be able
to make a strong argument for a change in their facility
so they can better serve their clients” health.”

Data Is King

To sort through what the association should cover
in these research efforts, the ANFP team paid close
attention to what members were talking about online.

“I think when you really see your online communities

and what people are talking about, what people want
to know, the kinds of questions that come in daily
to our member services team — that's where you

metamorworks/iStock Collection via Getty Images



want to begin,” Barlow says. “You want to start
with the data that people are truly wondering about,
interested in and can't seem to get anywhere else.”

When ANFP looked at those conversations, similar
questions kept cropping up: What's the cost of food?
How often do you conduct a specific type of training?
How long does it take to hire for a specific position?

“Because we see those questions all the time, we
went ahead and created the skilled nursing facility
benchmarking program so people that participate have
free access to that data,” Barlow says.

But ANFP was also sure to include non-members
in its overall data-minded approach. ANFP not
only works to include non-members in the research,
but also offers up many of its findings for free to
non-members, as long as they register with an email
address. Expanding the program beyond members
was important to help strengthen the accuracy and
breadth of'its data. Plus, what's good for the industry
is also good for ANFR Dr. Gilbert says.

It's in this vein that ANFP partnered with the
CMS database. Dr. Gilbert recognized that while they
had good data about members and non-members
who had signed up for past research, the CMS
database would provide an even greater magnitude
of information to work with and share.

Ultimately, ANFP used the CMS database, which
pulls information from more than 15,000 facilities,
added ANFP's own data and created a public-facing
interactive dashboard to provide an overview of
what's happening in the industry. “We look at it from
a perspective of how it can better the industry, either
through best practices or through just getting that
information out,” Dr. Gilbert says.

Stronger Together

Building out this platform allowed ANFP to
demonstrate its value right away in the pandemic.
The infrastructure was in place to immediately start
getting data that could help members — in turn
building trust and again driving the value proposition
of ANFP’s members within the industry. Like most of
us, ANFP members had near-infinite questions as the
pandemic unfolded last year. What was happening
with food safety and labor? What did the supply
chain look like? “We wanted to see what kinds of
things are being affected by the pandemic,” Barlow
says. “VWe were able to compare and contrast what
was happening in the industry and give a heads up
of how they can better help and serve the end user.”
Overall, the feeling within ANFP is that this data
program has increased the association’s engagement
with the industry. In addition to releasing its own data,

A BALANCED DATA DIET

ANFP has partnered with multiple other foodservice
organizations so they can share services, data and
programs. “That's why we have so many things on
our ANFPtv platform that are public-facing,” Dr.
Gilbert says. “You know I'd love you to be a member
of ANFP But if you're not, | want you to be the best
person you can be in the foodservice industry.”

Taking this open stance toward data has been
helpful in opening doors to partnerships with vendors
and exhibitors. And, in general, it draws a wider net
of people to ANFP's website for various reasons:
to input data, gain skills for microlearning or build
partnerships. “I've always felt that, as associations,
we're stronger when we partner with one another,”
Dr. Gilbert says. "And this was a very good conduit
for us to be able to partner with multiple like organi-
zations across different service areas.”

It's also helped build sponsorship relationships.
ANFP has let sponsors use some of its benchmarking
data, which the sponsor can present to its customers.

“We've had authors take our benchmarking data to

create webinars or training materials,” Barlow says.

“They'll feature our data, which helps us grow our

program. It also gives the sponsors good data to work
with their customers.”

The benefits extend within the realm of ANFP
too. “To me, in order for people to feel that they
want to work here, they have to feel that they are
a piece of a bigger picture,” Dr. Gilbert says. "And
| felt like these programs helped employees see what
that bigger picture is. We'e all here because of our
members, but we're also here because of what our
members represent in the industry.”

As it plans for the future, ANFP is looking to
integrate the existing benchmarking programs with
other larger databases to provide even more robust
data. They're also exploring the creation of an analytics
platform to make it easier to comb through data.

For other associations looking to replicate ANFP's
efforts, Barlow recognizes that this program didn't
happen overnight. “I think that’s a big lesson learned:
to not overwhelm people with everything all at once,”
Barlow says. “Pick an initiative that seems like it will
resonate with your members and do that.” [@

MATT SCHUR IS A CHICAGO-BASED WRITER
AND EDITOR.

To see Association Forum’s latest
esearch, including salary surveys, visit
ssociationforum.org/research.
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| ASK THE EXPERT |

The correct approach

to unconscious bias
training can improve your
organization’s DEI efforts.

b{ Brooke Morris-Chott, MPS
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n the wake of protests and civil unrest due to recurring
violence and systemic racism toward Black Americans,
many organizations have taken measures to cultivate

a diverse, equitable and inclusive environment for
employees, members and customers. Unconscious
bias training is typically part of these measures, and

a growing number of companies and organizations are
utilizing this training to ensure that they provide

a welcoming, safe and inclusive setting for all.

While many people acknowledge the value of unconscious
bias training, some opponents feel it won't put an end to prej-
udice and discrimination in the workplace. Those who oppose
unconscious bias training cite that there is no evidence that this
type of training works or that it reduces prejudice within the
workplace. In England, for instance, civil servants are no longer
required to take part in unconscious bias training, as ministers
believe it is ineffective. Still, there are many who support this
training and see it as a way to combat a toxic, abusive and
bigoted office environment. With the right approach and training,
your organization can benefit from unconscious bias training.

Bias Awareness

Unconscious bias, also called implicit bias, refers to biases an indi-
vidual is unaware they hold. According to the article “Unconscious
Bias: When Good Intentions Aren't Enough,” written by Sarah E.
Fiarman for Educational Leadership, this can include stereotypes
that are automatic, seemingly associative, unintentional, deeply
ingrained, universal and able to influence behavior. Unconscious
bias training uses tools to adjust automatic patterns of thinking in
order to eliminate discriminatory behaviors. A critical component
of implicit bias training is creating awareness for unconscious bias.
The Southeast Wisconsin chapter of YWCA offers a
six-week program called Unlearning Racism: Tools for Action®.
During this series, attendees learn about the impact, history
and manifestations of whiteness and racism and how they can
address racism within their own sphere of influence. According
to the program, eliminating racism is an ongoing process that
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involves a willingness to learn about — and begin
the process of undoing — the adverse impact of
racism on individuals, organizations and communities.
“Unconscious bias training is an entry point
that will help staff'and members begin to better
understand themselves and how their bias impacts
their relationships with others,” says Rhonda Hill,
facilitator of Unlearning Racism: Tools for Action.
“This conversation is also a soft entry into conversa-
tions about microaggressions and racism.” Providing
a forum to discuss microaggressions is intrinsic to the
success of unconscious bias training, as it confronts
these subtle, everyday interactions or behaviors
that communicate some form of prejudice toward
historically marginalized groups. Microaggressions are
often unintentional and aren't overt forms of racism,
which is why including how to challenge microag-
gressions is important to unconscious bias training.
Some challengers of unconscious bias training
argue that organizations are too quick to hop on
this type of training as a way to check diversity,
equity and inclusion (DEI) boxes and, therefore, fail
to properly construct the training. To combat this,
organizations must implement unconscious bias
training across the organization, building a framework
that would allow for continued evaluation and
growth of staff'and members. Prior to the training,

Using unconscious bias
training as the first step to a
larger plan can be a powerful
tool to begin making a real
difference in the workplace
as it begins to create
awareness and opportunity
to develop new skills.

organizations should consider setting clear goals and
metrics for the training, the quality of the training
materials and overall experience, and if and how
learnings are reinforced post-training.

A company that starts the practice of uncovering
bias but doesn't have a framework in place that
would allow for further work of inclusion would
be doing a disservice to the organization,” Hill says.

“Hence, the drawback to unconscious bias training
is not having any follow-up or attachment to a
larger plan for diversity, equity and inclusion.” Hill

M6 [EORUM] 2021 ISSUE 2

says that using unconscious bias training
as the first step to a larger plan can be

a powerful tool to begin making a real
difference in the workplace as it begins
to create awareness and opportunity to
develop new skills. It can also present the
opportunity for team building and a way
to bolster morale within the workplace.

RHONDA HILL
. .
Steps to Combat Bias r.ciimamor
A key element to conducting an effective ~ UNLEARNING
unconscious bias training is confronting RACISM: TOOLS
bias that exists within the culture of a FOR ACTION

company or organization. In her 2019 article
for Forbes, “Your Unconscious Bias Trainings Keep Failing Because
You're Not Addressing Systemic Bias,” Janice Gassam Asare
writes, “Unconscious bias training may not account for systemic
and structural issues that allow biases to be perpetuated in the
workplace. These are the unfair policies, the differences in opportu-
nities and inequitable treatment that allow bias to persist.” While it is
just as important for individuals to be aware of their own blind spots
and how they impact behaviors and decision-making, unconscious
bias training and DEI workshops need to address the systemic and
structural issues that allow bias to manifest at a greater level.

Some opponents of implicit bias training suggest that because
we all hold prejudices, organizations may be unable to produce
a meaningful program with deliverables that reach all participants.
Examining internal biases helps make training participants aware
of the fact that everyone has certain prejudices. “It can be hard
to change behavior if youre not sure what exactly it is that
you'e trying to change,” Hill says. “So, awareness, while it is
a beginning, is an important step to move toward shifting the
workplace culture.” Taking an honest look at the biases each of
us has may be uncomfortable, but it is a necessary step to create
a Welcoming Environment®.

Ensuring the mental and emotional well-being of your
organization'’s staff, members, customers and vendors is essential

o T f

to establishing a productive, positive

workplace. However, this cannot be fully achieved without
confronting racism and bias toward marginalized groups within
society and the organization. If conducted properly, unconscious
bias training can be beneficial to boosting morale, creating an
atmosphere of true transparency and maintaining a healthy and
safe work environment at your organization. [d
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The future of meetings begins in Aurora. With more

than 13,000 guest rooms, 1 million sq. ft. of meeting
space, and Rocky Mountain vistas, explore Aurora, the
Gateway to the Rockies. Our full-service properties and
convention center are ready to welcome your meetings,
conventions, and events, with open arms — or an elbow
bump. Contact our sales team today to get started.



Leading Through Change

THE PANDEMIC REVEALED HOW IMPORTANT
COMMITTEE AND BOARD LEADERSHIP IS TO
NAVIGATING CHANGE.

BY ANDREW CONNER

associated with the rise of virtual and free content.
Strong governance can lead the way.

Strong leadership requires fast and effective responses
in the face of change — whether that's navigating the
pandemic and the fight for racial equity or any of the
other myriad challenges that arise for associations.

Given the tumultuous 2020, many associations
looked at and redefined their approach to governance
strategies and structures. In general, the associations
that were more flexible, particularly with the board
and committees that are leading the association’s
direction, could better adapt to all these new changes.

Even as the pandemic appears to wane, the need
to create an effective governance structure will

Looking at board and committee structure and
overall skill competencies has been on associations’
radar for years. DEI has especially become more
important in light of last year's events — and an
area where committees can play a pivotal role in
navigating change.

“I think all of the trends have been accelerated

by the pandemic,” says Erin Volland, MPA, CAE,

persist. In particular, many associations are grappling
with the following three areas: pursuing diversity,
equity and inclusion (DEI) initiatives, reexamining the
committee structure and purview, and tackling issues
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senior consultant at Association Management Center.

“Associations were already starting to look at ways

to increase diversity. For example, if you have popular
elections, is that the best way to get more members
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involved? Some organizations are already changing
that and looking at leadership or development
committee appointments instead.”

For associations that want to expand membership
in a more diverse, inclusive environment, aligning
those goals with the competencies of board and
committee staff and the overall organization strategy
is necessary.

“Where does your association want to go in the
next five years?” asks Volland. “Do you want to make
significant changes in how you do business or in the
stakeholders that are being served? If you do, do you
have the right competencies on the board and in your
committees to move that forward?”

One way to address this is to look at the
committee selection process. Sometimes that
process can be overly political and therefore less
strategic. Volland suggests identifying the goals of
your organization, then looking for people who fit
the skills you need to achieve those goals rather
than picking the person and fitting them into the
position. She points to often-overlooked younger
members as an example: “Are you looking at the
early career members?” she asks. “These are people
who maybe haven't done their 20 years of service
in the association, but they might have a skill or
competency that isn't showing up in your leadership
and could prove to be an asset.”

Whether it is looking at younger members of the
organization, or diversity in race, gender or ethnicity,
or even diversity in things like how members practice
their profession or rural members vs. urban members,
associations need to analyze unique needs and then
determine which skills and competencies they value
in members. From there, identify gaps in the board
and committees with regard to these needed skills and
competencies, and find candidates to fill those gaps. This
is where DEI and association strategy should connect.

“Diversity — not just diversity in demographics
a goal of almost all of the associations | work with,”
says Volland. “Associations are looking at their future
and asking: Do our programs align with where our
members are going? Do we have people that under-
stand what the practice setting is going to look like
and what the members are going to need to succeed
in 10 to 15 years?”

Defining diversity for an organization in this way
will pay dividends down the road.

“I can't think of an association we're working with
that doesn't see the value of continuing to move
faster in that direction, but they'e also doing the
work to define what that means for their profession,”
says Volland. “What are the diverse pieces of their

is

profession or membership that might look different
from other associations?”

Moving Quickly
When examining the flexibility of an association,
it helps to start at the top.

“I think a lot of what we're seeing is organizations
looking at how authority is distributed: What can
the board do? If they have a house of delegates, what
can they do? What can a committee actually do with
the charges and delegation the board has given them?”
Volland says. “We've seen quite a few associations
take a hard look at that.”

Volland explains that associations with more
traditional governance structures were in a tougher
position. “Some associations have struggled because
the authority given in their organizing documents
is given to their largest body — maybe a house
of delegates,” she says. “And that can hamstring the
board or other committees that are trying to move
quickly and respond.”

In her work with her clients, Volland has also had
discussions with associations about getting buy-in
from the board on more
flexible and adaptable
procedures — so commit-
tees are given more space
to operate effectively on
their own. She notes that
organizations that had
already taken these steps
prior to the pandemic
were better pos