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Stralegic planning

is an essentigl

part of the process

of managing

organssations. However, it bas not featured in

many {rade associations. Traditionally they

have operaled with a short time horizon

punctuated by irregular fundamental

enguiries inlo objeclives, functions and

organisation, generally

on the part of larger

prompted by concern

members. Now, it is

increasingly accepled that irade associations

must operate and plan their future in the

same way as more commercial businesses.

Ths amade & an wited eetrser trom
T aufwr's book "Trade Asspcaton
Steatogy and Management”
Dtangdle fom

the ABL 51 Grenham Stroet

Londoan [C2V /HQ)
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The need for planning
Any organisation needs to
for future.
Organisations cannot work on
a day-to-day basis partly
because some decisions, for
example in respect of capital
investment, may have a long
lead time before they can be
implemented and an even
longer lead time before there
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is 3 pay back. The planning
pracess is designed to enable
the day-to-day functions of an
organisation to be carried on
smoothly and in line with the
longer term objectives,

There  are  numerous
pubilications an sirategic planning
S0 all that is required here 15 3
briel summary. The planning
process typically hegins with a
SWOT (strengths, wraknesses,

oppartunities, threats) analysis.

Theser can be exammied intemally
provided there s sufficient
objectivity, with the help of

outaide cansultants ar entirely by
outside consultants, although
ctmously drawing on information
withn the organisatn

Strengths and weusknpsses are
internal characteristics of an
organnation. These cower variables
such as people, organisation,
systembommunicatans, Arocucts,
regentials

External

preduction, finance, ¢
and knowledge.

crcumstances are regarded as

threats or opporturutivs.  These
cover variables surh as the

markes, technalogy, the o onomy,
secely and lagislation.
Such analyses

relatively simple 50 as 1o o

management 0 concentrate on

the key issues. Often such
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aralyses will throw yp the same
ssues bang bath a threat and an
appartunity of a slrength and a
werakness example, a
tamgany that has inmsted haauly
¥1 Ny tachinology mury regard this
= 2 strength in Lerms of its abikzy
10 produce a competitive product,
while the high owerficads which
have resulted from this may be
regarded 3s a weakness., The
rapid growth of a new market
Qs new opporturily but 3t the
Same time it 15 a threat if it
atlracts significant news entrants
nto that market.

Having undertaken a SWO!I
analyss a long term plan con then
ae devised.  Again, this is well
covered in standard lextbooks.
The plan will starl from the
products that are to be produced
and then how they are to be
produced including, for cxample,
the need to acquire new premises,
the need to make other capital
nvesiments, the need to recruit
néve slaff and perhaps the need to
rase additional capital. Plans
might not always be pasitive.
organisations lace 3
demand far

Many
declining their
procuct. In this caée the long

be

tor exampie by clasin

term plan will to

dowmsese,
plants, withdrawing fram certain

(lack @k angy fulene” - Eagl Wikson



product hines and 5o on.

Bath the long term and its
imglementation need regular
review. [0 s eeasonable ta

eslablish annwal targets n
accoedance with the plan and foe
the progress agaimst these largels
to b2 monitored at, say, quarterly
intenals. Howewer the plan itselt
cannat simply be ignared once it
has been settied. Flars need to
be updated perhaps an a yearly
basis in the light of changing
circumstances. Far example, an
argansetion might be gearng up
1 ool anlipated nev demand
which then fails to materialise.
The plan wll need adjusting mid-
stream.

— The planning process
in trade associations

Far trade assaciatians the
analysss of internal strengths and
woraknesses wall e srdar 1o that
of ather fairky smadish companes.,
People and credentials are
probably the most important
wariaties

Mare so than maost other
oegannisations trade assocalans
e 10 Lake @ market as they find
it wnd are not able to influence
tha! markel 1o any greal extent,
Acrondngly, a4 strategx glanming
exercse must give muech more
weight than ¢ usual to the
operating environment within
which the trade assodation works.

Few markets are statc.
Develapenents in technelogy and
in cansumer 1astes can lead to
new markets being created or
exsting markets appearing. lo
take cne good example the
increase in crime has led to the
growth of 3 whole new securnity
industry whach apearates at both
commercial and retail level.

Withen markets that change
little the members themsalves can
change substantaly. In parmcular,
here can be 3 reduction in the
manber of mernbes 5 a result of
merpors, LAKeouers, oF Companes

Mergers
trade
associations where there is a

—

qaing out of busness
present problems 1o

tapering subsriphon scale. The

P

arganisation is less than the
combined contribution of the
organisations that made up the
merger. News entrants into a
market are always attractive to
trade associations as they are a
valuabie source of additional
incame New entrants in
particular are likely to find the
service which a4 Uade assonation
prowides parliulrly valusble given
their own lack of knowledge,
while their subscriptions will be
low on the grounds that they hua
as yet undartaken wvery little
business.

The emvironment albso has 1o
1ake account of the views al
members towards the lrade
assacation and generaly towards
co-operation with each other In
an expanding and profitable
industry attitude towards the trace
association is Wikely to vary from
strong support to relatave opathry,
with people happily paying the
anmwal subscription almost on the
basis that it s 3 contibution to a
dub which everybody joins. 'When
an industry is under same
pressure, ether because of markel
developments or because ol
regulatory problems, then
attitudes towards 3 trade
association are Jikely to change
sharply. Members may question
the subscription payable amd may
expect the trade assodiation ilsedl
to act in a far mare businesslike
Way.

Government contact

A final factor in sy analysis of
enniranment is government policy.
If government has no policy
towards and no inwohement in 2
particular industrial sactor then
there is only a limited
representative senice which has o
be undertaken. If for whatever
reason there is to0 be a
concentration of government
activity on the sector then a
different trade assaciation might
be needed. This can occur
perhaps because legislation which
will dwectly affect the sector or
perhaps because there are
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suddenly major palicy 1ssues that
need to be dealt with by
Qowemment.

It 75 clear from this analyws
that the external opporuretxs and
threats part of the planning
process will concentrate on
changes in the markel in which
the members are aperating and
changes in government palicy,
twa varigbles that may olten be
related.  Untl faidy recently, few
Irade 3ssocations wouki describe
themsalves as hawng competitors,
Mow, because of the breaking
dawn of barriers between
markets, assodations are far mare
N competition with each other

Organising the
planning process in
trade associations

The ideal planning pracess,
o0 already undenway in mast wel
fun tragde associations, 15 for the
plannnig process 0 be handied by
the werior executive team with the
lony term strategy bang apprened
by the paverning board and with
ragular monitoring reports beng
given 1o it. Unlke in most other
organuations trade associabion
strategues have to be faily pubiic
Obuionsdly they: have 1o B madhe
known 1o the members which in
many industrics virtually ensures
that they will fing their way al
least 1o the trade press. This
means that strategy reports hawe
%0 be written on the basis that
they wall be read by other trade
associations which might be
regardedd a5 competitors and by
athers who might be able 1o make
use of the information in the
régart 1o help their own buaness
On the other hand, & public
stirategy can be helpful to trade
assecations by reducing the nesd
for regular debates on the same

subject.
trateqic plans and thewr
implementation hawve important
implications for the staff and the
sccommadation of the trade
assaciation. This is anothar aras
where trade associztions are
cifferent fram other arganisations
in terms of staif they are very
small badies campared with the
mambers thal they represent. The
staff are the major asset. If an
asseaation is performing paorky
then the chances are that ths is
because the staff are poar, and
the plannryy process wil inentabiy
revaal ths. Il the organisaton n
expensive to run then this might
call into question current
accommedation both in tenrs of
space accupied and locatien,
These are af wery sensitive isswes
and if not handled well can be
damaging. For examgle, if staff
feel that they are not highly
regarded then it is the best
members of stalf who are ikely ta
leave, that n thase who can easiy
obtain a job somewhere else,
whereas the goorer members of
staff will remam.  Simidarly, early
protracted debate about the
location of an office will cause
some staff to leave and make it
more difficult 1o recruit
The special nature of trade
associaticrs means essentially that
there must be a two-tier plannng
process. There will be the publx
process wath & document made
available ta members and
therefore, 1 effect, amyone else 2
a4 consequende of that. The
keadership of the association wil
have some sont of peivete agenda
which may entail significant staff
changes, relocation, merger with
other trade assaciations or
townsiang.



