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very planning process has its

dav....or better ver, its dav and a

half. The planning retreat is the
one opportunity that vou have to gain
insight, support, direction and focus
from volunteer leaders and staff profes-
sionals. Up until now, the articles in this
series have examined the conceptual
benefits of embracing a planning pro-
cess. Now attention should focus on the
planning event itself. We sought counsel
from two fellow CalSAE members—
James S. Delizia, CAE of Del.izia
Consulting Services, and Steve Swatford
of Leadership Outfitters, Inc. who dedi-
cate a great deal of time as planning
facilitators, to suggest how to make your
event productive and worthwhile. We
asked them to focus on six key issues.
Their responses confirm that preparing
for a retreat is a bit different from plan-
ning for anv other type of meeting,.
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55: Some hope the retreat will be the
“silver bullet™ that will resolve their
organizational problems. What I try to
convev to them is that many of these
problems didn’t evolve in one day and

they won't be resolved in one day either.

STRATEGIC GOVERNANCE ParT III:
THE POWER OF PLACE

low Working With
a Good Facilitator

Will Create an Environment
for Consensus and Creativity

Another danger is the assumption that
“more is better.” Achieving the expecta-
tions at the retreat will become more
problematic as the size of the planning
group increases. Good planning requires
time for participants to think about
what the direction the organization
should go based on member need. Man-
aging larger groups is possible, it just
requires the time to allow for everyone
to absorb, understand, and contribute.

Another assumption is that the
retreat will generate a strong consensus
on a clear direction, a set of goals, and
priorities for the organization. Many
executives are hoping that the session
will help staff better understand what
members expect. Reality is that the
amount of time dedicated for planning
does not always allow for the level of
detail required to achieve such a goal. In
addition to the size of the planning
group, its make-up is important. The
planning group should be made up of
those in the decision-making role (usu-
ally the board of directors) whose
ownership and accountability for the
results is essential. To plan effectively,
the board must have input and informa-
tion that reflects.
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1) 1 focus on at least four key areas:

(1) providing guidance on the time allot-
ment needed to achieve desired
outcomes; (2) engaging the planning
group in advance of the session to cap-
ture their perspective and establish clear
expectations for the focus/outcomes of
the retreat; (3) making sure the space
configuration of the planning room
aligns with the planning process steps;
and (4) compiling appropriate informa-
tion and converting it into reference
materials to ensure productive discus-
sion.

55 It%s also important—if possible--to
identify whether there is a “big stinky
elephant issue™ that members may be
uncomfortable sharing openly. We
believe it is important to dedicate time
prior to the event to survey those attend-
ing as well as those not attending to
identify potential blind spots. One-to-
one conversations with key leaders and
staff help identify issues that influence
the organization’s culture and opera-
tions. In addition, we are interested in
finding out if the group has had similar
events and determine the factors that
made them effective or ineffective.
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55: The meeting room is often given
the least amount of attention yet plays a
signtficant psychological impact on par-
ticipants’ productivity and creativity.
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Those groups that try to conduct the ses-
sion at their offices find greater difficulty
in getting members to focus on the task;
many get distracted with their own
unique business or professional needs.
That’s because planning in a familiar
environment tends to make it more dif-
ficult to look at challenges or
opportunities in a new way; and produces
the familiar or status quo.

JD: Groups sometimes ask for support
very close to the date scheduled. This lim-
its the opportunity to gather information
and prepare a reference document that
informs, orients, and guides members on
the issues of the profession/industry/per-
sonal interest as reported by members.
Two additional issues also arise that
relate to the process after the event is
over. The first is to determine what the
scope, format and content of the planning
document, so that it can be used effec-
tively as a management tool by the
Board, committees and staff. Secondly
and more importantly is the discussion
about plan implementation, and what
structure and process will be used to
ensure focus on goals and priorities iden-
tified, and monitor and measure results.

THe ExecuTive: What are some cost-
effective ways to create a memorable
planning event on a limited budget?

JD: Remember that a large part of the
success is helping the leadership group
build a strong bond. That is best done by
including a bit of down time and giving
members a chance to get to know each
other in a relaxed environment. Also,
consider incorporating some exercises in
the planning process that are interactive,
fun and can stimulate participant creativ-
ity and stretch their strategic thinking
muscles, loosing them up for good
discussion.

SS: If resources are limited consider
swapping space with another association
that has good meeting space (find via
CalSAE). Or, consider other non-profit
sites (i.e. zoo, bowling center, museum,
libraries, etc.) that might fit a retreat
theme. Another option might be to pig-
gyback the meeting location with another
association event or negotiate with a
facility that you are using for a major
event to return later in the year for a
smaller one...at the same/similar favor-
able rates. Some properties will be more

amenable to offer discounts or amenities
if they know you plan to conduct addi-
tional business.

PosT PLANNING EXPECTATIONS

The Executivi: What do you recommend
the executive should do after the retreat is
over to reinforce the information gained
during the day?

SS: They should integrate any deci-
sions into the association’s culture and
have ongoing conversations with mem-
bers. One way to make the plan an
integral and ongoing conversation is to
list the key issue, objective and strategy
numbers next to agenda items for board
and committee meetings.

JD: I encourage associations to distrib-
ute a draft of the plan to the planning
group for review and comment. Once
those comments are considered, the plan
should be presented for board review and
formal approval. Once the plan has been
approved, it should be communicated to
members, stressing ways members can get
involved in plan goals and priorities.
Many of these same members will have
participated up front in providing input

continued on page 31

For Fast Registration, Meeting Planning
and Housing Relief

Wheh you combine the industry’s best
registration, lead management, meeting
planning and housing services, the
result is a maximum-strength remedy
for comprehensive event support.

Conferon Global Services relieves the
headaches of show organizers, conference
directors, and meeting planners every-
where by providing customers with best-
practice consultation and highly
customized business solutions.
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Perfecting the Event Experience
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Let us apply our active ingredients to . -
your event; great or small. Call Conferon
Global Services at 800-246-9011 today
to talk withi an expert who can help you

find the optiimal prescription for regis-
tration, meeting, planning and housing
relief. Or visit us online at
Www.cgscompanies.com,
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contined from page 28

into the plan. You'll find that more
members will become engaged in the
plan if they are asked to participate in it
some wav. Consider also including,
important issues from the plan on the
board agenda to allow greater opportu-
nity for board discussion and
deliberation, and necessary decisions
that need to be made by leaders at that
level. And finally, ensure plan priorities
are rranslated into committee and staff
charges; and have them develop work
plans and performance goals.
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1131 Where do @start? Executives

should feel confident that the facilitator
understands the scope and desired out-
comes of the retreat; look for someone
who asks a great deal of questions and
offers a number of options to help vou
achieve vour goals. A good facilitator
will design and document a process that
not only will help identify the members
who should participate but also achieve

desired outcomes. The process will also
define clarity of roles for those involved
in the planning process, discuss how the
reference document will be generated,
and explore simple ways to create an
environment that will support creativity
and consensus. During the process, the
executive should expect the facilitator to
check in routinely on progress and make
adjustments as needed; manage the group
dynamics, and be true to the process.
And afterwards, the facilitator will not
only generate the document but also pro-
vide guidance or support on plan
implementation.

A good facilitator takes an active
interest in the association by engaging
in the level of research needed to
achieve the desired goals. During the
session, the facilitator should be check-
ing in routinely with the executive to
secure feedback. And, finally the execu-
tive should should follow-up with a
courtesy call and periodic contacts to
assess progress.
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A large part of the planning process is
the success of the planning event. Our
experienced facilitators have outlined
some of the key steps that will contribute
toward that end. What becomes clear
very quickly is that these events should
not be conducted in isolation but be pre-
ceded by the compilation of good
information generated through print, per-
sonal and electronic contact. That data
must be transformed into carefully
worded and well-formatted documents
sent prior to and referred to during the
event. A process should be developed that
meets the needs of the group and its
unique characteristics. Great care should
be given to the meeting room, group
dynamics, and opportunity for partici-
pants to socialize as a means of creating a
stronger leadership team. And finally,
steps need to be taken to share the draft
with the planning group and others;
incorporate additional comments and
seck board approval before creating
charges for committee review and imple-
mentation. Our thanks to Jim and Steve
for sharing their insight and guidance.

Mark your calendat!
CalSAE’s 1st Annual Conference

Hilton Los Angeles Airport
April 26 — 28, 2006
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