
 
  

 



 

Introduction 
If you were to check your annual credit card statement how many memberships do you belong 
to on a monthly or yearly basis?   

How many of those memberships are musts vs. wants?   

Nationally syndicated radio host and best selling author Dave Ramsey will encourage if the 
expense is a want rather than a must then then you need to attack it like a gazelle by cancelling 
it immediately. 

Every year financially responsible members of your association are pruning expenses by taking 
a hard look at whether they are receiving a significant return on investment.  For some, it is a 
no brainer.  For others, no matter what you do they won’t renew simply because they don’t 
believe they are getting a return.  

Most associations are trying to influence the behaviour of the member renewing when in fact it 
is the belief of whether they are receiving a substantial return is has a higher priority. 

Organizational consultant Alan Weiss says, “It’s the language that controls the conversation, the 
conversation that controls the relationship, and the relationship that controls the 
membership.”  Every value proposition, call to action, or request for engagement needs very 
specific language and frankly most association leaders don’t know their own lines! 

If you are an association executive whose job depends on many moving parts, keeping the 
board of directors happy, and your contract is on the fringe of renewal then this eBook is for 
you. 

If you are in a leadership position as the current president, president-elect, or future candidate  
then you need this eBook. 

Getting honest about the results your association, the feedback you receive, and whether it is 
on the right track can be a challenge especially when we are tied up with the daily minutiae of 
handling member requests. 

Let me ask you a few questions... 

How many members do you have? 

What % of members logged into the MLS in the last year? 

What % of members earned an income (after expenses & taxes) comparable to the median 
income (yearly salary) in your market? 

After answering those questions which do you feel is the most relevant question that will 
determine the strategic direction of your association, amount of member services that you 
deliver, and how much resources to commit? 

Let’s pretend your association had 1,000 members but only 250 of them earned a reasonable 
living selling real estate.   

 



 
What about the other 750?  Don’t they deserve attention too? 

Absolutely.  Each member should be served, assisted, and guided to make well-informed 
decisions.  

It’s when you get negative criticism from someone who isn’t a serious working member it can 
very easy to shift attention away from the needs of the working member. 

If you start with the wrong number of members in mind then quite possibly you will overextend 
the resources of the association, go over budget, and experience a lack of adoption rate of 
member services. 

Can you be all things to all people?  Absolutely not! 

When you try to become all things to all people you become nothing to know one. 

My advice, focus on the needs of the working member, get them involved, and build the 
relationships at a higher level with more interaction.  These individuals will give you the 
necessary feedback to embrace innovation in the marketplace, improve day-to-day operations 
that the association can improve upon, and help make strategic decisions that will keep the 
association relevant in years to come. 
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Remind Yourself Using Our Email Notifcations 

 
Are you ready to take a whole new look at getting results?  We've compiled the most intensive 
30 days of assignments that are not only going to make you think differently but also give you 
the right process to take action, measure your progress, and get real results. 

Sign up at http://bit.ly/strategic30 so that you can be reminded what to do, when you should 
do it, and make it easy to delegate some activities to your team so you can remain focused on 
the biggest priorities. 
 
In the next 30 days you will receive one email per day with the subject line [Strategic 
Altering].  Follow these steps so you can get the most amount of ROI from the program. 

• Add our email to your "Safe Sender's List" in your email software 

• Reply back to this email and let us know "the one thing you wish you could improve" in 
your business. 

• Create a folder in your email software called "Strategic Altering" so you can refer back 
to messages you need to visit again. 

We will hold you accountable for getting results because you invested into this program.  The 

more you put into it the more you will get out of it and at the end you will be able to calculate 

your return on investment from your participation. 

Your friend, 

Doug Devitre 

  

 

http://bit.ly/strategic30
http://dougdevitre.com/sa/
http://dougdevitre.com/sa/


 
Calendar of assignments 

What's coming up in the list of assignments used to turn your organization around?  We have 
provided the table of contents for you so you can see what is coming up.  Save this email as a 
favorite and refer back to it often.  

Order of Assignments 

• [Strategic Altering Welcome] How to Use this Learning Management System 

• [Strategic Altering 1] What is Strategic Altering? 

• [Strategic Altering 2] Decrease the Decision Making Time 

• [Strategic Altering 3] Business Model Toolbox 

• [Strategic Altering 4] Complete Value Proposition ROI Worksheet 

• [Strategic Altering 5] Increase Adoption Rate of Services 

• [Strategic Altering 6] Increase Value of Membership 

• [Strategic Altering 7] Setting Priorities 

• [Strategic Altering 8] Decreasing Membership Attrition 

• [Strategic Altering 9] Increasing Leadership Participation 

• [Strategic Altering 10] Increasing Leadership Participation 2 

• [Strategic Altering 11] Selling Process of Services 

• [Strategic Altering 12] Process Maps 

• [Strategic Altering 13] Take Two Timeout 

• [Strategic Altering 14] Budgeting 

• [Strategic Altering 15] Improving Image of Organization 

• [Strategic Altering 16] Improve Usability of Website 

• [Strategic Altering 17] Increase Online Conversion Rates 

• [Strategic Altering 18] Increase Non Dues Revenue 

• [Strategic Altering 19] Increase Non Dues Revenue 2 

• [Strategic Altering 20] Take a Break 

• [Strategic Altering 21] Get to Know Your People 

 



 
• [Strategic Altering 22] Improve Membership Morale 

• [Strategic Altering 23] Shorten Customer Service Response Time 

• [Strategic Altering 24] Decrease Labor Costs 

• [Strategic Altering 25] Reputation Management 

• [Strategic Altering 26] Apps You Must Have 

• [Strategic Altering 27] Simplifying Your Strategy 

• [Strategic Altering 28] Developing Key Partners 

• [Strategic Altering 29] Where to Find The Answers 

• [Strategic Altering 30] Measuring Success 

 

To hold you accountable for achieving  your goals we will send you a link to a form to fill 

out.  You must use this link from the same internet browser from the same device.  If not, then 

the data will not be save later to accumulate all of your responses. 

Send us your answers now using the Strategic Altering Executive Assessment.  

Email us at Doug@DougDevitre.com for the password.  

 

https://www.surveymonkey.com/s/strategicaltering
mailto:Doug@DougDevitre.com


 

Strategic Altering 

Is your association headed in the right direction? 

Many of our past clients have said we stopped them from going in the wrong direction by 
choosing the most effective alternative with the least amount of risk. Our critical thinking and 
problem solving processes will cause you to think differently about your strategic 
objectives and send you running in the right direction. 

Receive the 30 Day Performance Campaign FREE Guide to improve performance for 
associations using its existing resources. 

Every day you will receive an email with assignments, metrics to improve, and guides for 
faster decision making and implementation. 

As a result you will be able to: 

• Attract more customers and increase revenues 

• Increase adoption rate of services 

• Increase membership satisfaction 

• Increase online conversion rates 

• Decrease decision making time 

• Decrease labor costs 

• Increase effectiveness of online communication channels 

• Shorten customer service response time 

• Improve usability of the website 

• Improve the image of the brand 

• Decrease customer attrition 

• Improve employee morale 

• Increase the value of of services 

• Increase participation in leadership roles 

 



 

Doug Devitre's Strategic Altering (Day 1) 

 
 

 

What is Strategic Altering? 
By @DougDevitre 

 

There are priorities and then there are higher priorities. 

You be thinking about how to juggle the highest priorities so you can help your organization 
achieve the success you want. 

I know how busy you are. 

I know there are fires to put out now before you can move on to new things. 

We together are going on a journey through a process that will give you the tools to identify 
what the priorities are right now, how to solve problems quickly, and help you get 
quantifiable results. 

But instead of assuming what the common priorities may be see from a recent study which 
shows how associations right now are focusing in on. 

What is Strategic Altering? 
At some point leaders within companies, associations, and entrepreneurs have engaged in 
some sort of strategic planning. 

 

 

http://twitter.com/dougdevitre
http://dougdevitre.com/sa
http://dougdevitre.com/sa
http://dougdevitre.com/sa


 
Here are some problems with strategic planning. 
Many ideas are thrown up on a wall, agreed upon, and then go back to business as usual. 

There is no accountability to make sure who does what, how often, and when.  Ideas are 
free.  Execution is priceless. 

Can you remember your last team meeting that ended on a positive note because of all the 
great ideas but nothing was really accomplished? 

That’s what most strategic thinking is like until the executive team choose a clear driving 
force, structure themselves to be strategically agile, innovate on business process, and are 
consciously aware to take action or not. 

The two words “strategic” and “planning” in of themselves are contradictory. 

What I mean by that is in order to be strategic you have to envision your company as what 
you want to become, what you want to be known for, and how the customer sees you. 

Planning is the series of steps to help you get there. 

So when you develop a plan you essentially are starting with the beginning in mind and 
attempt to fix existing problems rather than establish a new direction for the organization. 

Mission statements, vision statements, and rah rah language don’t really mean anything. 

Customers trust actions, not lip service.  Employees trust how leadership engages on the 
field, not from the press booth.  A lot of time and money can be wasted on creating the 
ultimate statement that says “who you are” but if that vision isn’t ingrained into the actions 
from the executive floor to the one managing the door then all bets are off. 
 

 

 

 

 



 
Instead focus on”Strategic Altering “ 

as taking an existing plan and shifting it from activity driven to results driven. 

Your vision for the company could be solid but fail because it chose the wrong tactics, poor 
execution, and no accountability.  The TEA method explains out how to decrease decision 
making time to arrive at a comprehensive plan. 

In order to fully embrace “Strategic Altering” understand there are 5 characteristics to 
making the shift. 

Mind dumping 
Marshall Goldsmith’s book, What Got You Here Won’t Get You There says it all.  Forget 
about past accomplishments, current operations, and upcoming events. They are only of 
minor concern in terms of what the future will look like.  This is the hardest thing to do with 
recycled leadership which is why searching for new perspectives from prospective high 
energy leaders is so critical to the future. 

Driving force 
Charles Kepner and BenTregoe’s book Top Management Strategy discusses how driving 
force is one of the most critical elements in developing organizational 
strategy.  Associations may label their driving force members serviced, products and services 
offered, or production capability.  The challenge is picking the top driving force and having 
alignment with all of the departments to agree and create an action plan around it. 

Strategic agility 
In a 2011 Forbes article by Holly Green, Shifting from Strategic Planning to Strategic 
Agility,  she suggests to ask the right questions, test new critical thinking skills, and develop 
a clear vision.  Some organizations already have a plan in place that serves them however 
the plan might need some tweaking to become more agile and/or results driven. 

Process innovation 
A homeowner might move their furniture around every couple years because they might 
discover more open space, better utility of how to the space, or because of the refreshed 
feeling one gets by their surroundings looking new.  Organizations need to look for new 
ways how they might rearrange their departments, operations, and innovate to become 
better fit to serve the market. 

Conscious competence 
Awareness of alcohol abuse is the first step with coping with alcoholism.  If you ignore the 
problem over time it manifests in other areas of your life that at some point become 
unmanageable without professional help.  We must be aware of our own conflicts in our 
surroundings and if we have the ability to solve them ourselves or have the courage to ask 
for professional help when we need it most. 

See the 30 Day Strategic Altering Execution Plan here. 

If you want access please send me a private email. 

 

http://dougdevitre.com/2013/05/decrease-the-executive-decision-making-time/
http://www.amazon.com/What-Got-Here-Wont-There/dp/0739342231
http://www.amazon.com/Top-Management-Strategy-Benjamin-Tregoe/dp/0671254014
http://www.forbes.com/sites/work-in-progress/2011/05/28/shifting-from-strategic-planning-to-strategic-agility/
http://www.forbes.com/sites/work-in-progress/2011/05/28/shifting-from-strategic-planning-to-strategic-agility/
http://dougdevitre.com/sa


 
 
Click on the assignment button below which will take a reading, download, and exercise to 
perform so at the end of the next month so you can make improvement each day. 
Read the first assignment now!  

Your friend, 

Doug Devitre 

Assignment #1 

 

Reply by email what your current priorities are 
right now. 

 

 

 

Results we will measure: 

• How much time did you save by switching to higher priorities? 

• How much money did you save by stopping a project that wasn't a high priority? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

 

http://dougdevitre.com/2013/05/what-is-strategic-altering/
https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 2) 

 

 

 

Decrease Decision Making Time! 
By @DougDevitre 

 

Once you have chosen the an objective that is measurable you can then apply the TEA 
(tactics, execution, and accountability) method to decrease the decision making time.   
 
Beware most committees confuse objectives vs. tactics.   
 
Objectives are where you are going and tactics are how you get there.  The objectives must 
be measurable and there must be an ending point or final destination when you know the 
objective has been achieved. 
 
Tactics are the steps involved with how you arrive at the result.  There are business planning 
tools on the market that help you calculate the right tactics.  If you have an iPad try 
the Business Model Toolbox or if you prefer web based try Strategyzer.  This will save you 
time in creating your budget, predict profitability, and outline the categories of the 
association to focus on. 

Execution happens when you know the series of tasks involved with the tactics that are 
chosen to help you reach your objective.  You can execute faster when you have process 
maps that outline who does what in the order it needs to happen.  Create process maps 
using Draw.io or Grafio. 
 
Accountability happens when you know the people you have delegated the tasks have 
completed the project on time with collaborators.  Use a project management tool such as 
Basecamp to keep track of projects from the 30,000 foot view to know where you are on a 

 

http://twitter.com/dougdevitre
https://itunes.apple.com/us/app/business-model-toolbox/id431605371?mt=8
https://strategyzer.com/
http://basecamp.com/
http://dougdevitre.com/2013/05/decrease-the-executive-decision-making-time/
http://dougdevitre.com/sa
http://dougdevitre.com/2013/05/decrease-the-executive-decision-making-time/
http://dougdevitre.com/sa
http://dougdevitre.com/2013/05/decrease-the-executive-decision-making-time/
http://dougdevitre.com/sa


 
specific project, what are the roadblocks, and feel confident you will finish on time. 
 
Your friend, 
 
Doug Devitre 

Assignment #2! 

 

Watch this video to see the tools in action. 

 

 

 

Results we will measure: 

• How many staff hours were you able to save by choosing an objective you can 
measure and creating tactics that will help you get there? 

• How much extra revenue were you able to receive as a result of being more specific 
with your objectives? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 

Send us your answers now using the Strategic Altering Executive Assessment. 

 
 

  

 

  

 

http://dougdevitre.com/2013/05/decrease-the-executive-decision-making-time/
http://dougdevitre.com/2013/05/decrease-the-executive-decision-making-time/
https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 3) 

 

 

 

Business Model Toolbox! 
By @DougDevitre 

 

For the decrease the decision making time objective we mentioned the Business 
ModelToolbox or Strategyzer to help you get accurate on not just what direction you are 
heading but also how you will get there. 
 
We break down the association model into: 

• Customer segments - insert categories of customers with specific targets 

• Value propositions - what members receive as a result 

• Revenue streams - opportunities to capture revenue 

• Customer relationships - how the association will manage relationships 

• Channels - marketing vehicles to communicate the value propositions 

• Key activities - high priority action items that support the strategic initiatives  

• Key resources - the inputs to help the association meet its objectives 

• Key partnerships - the partners who support and communicate the value 
propositions 

 

http://twitter.com/dougdevitre
http://www.youtube.com/watch?v=QoAOzMTLP5s
http://dougdevitre.com/sa
http://www.youtube.com/watch?v=QoAOzMTLP5s
http://dougdevitre.com/sa
http://www.youtube.com/watch?v=QoAOzMTLP5s
http://dougdevitre.com/sa


 
• Cost structure - the operating costs to support the strategic objectives 

The post-it notes represent the different components of how the association is structured. 

 
 
If you want to determine the profitability of a service offering or model the entire 
association you can insert the amount of customers in each customer segment, select the 
value that applies to each customer, and how much revenue you can anticipate from each 
initiative. 
 
This is a quick way to determine project feasibility, incoming revenue streams, and give 
yourboard directors/staff a 30,000 foot view of what the priorities are for the upcoming 
year. 
 
Your friend, 
 
Doug Devitre 

Assignment #3 

 

Calculate the profitability of your association using the 
business model generation software. 

 

 

 

 

http://www.businessmodelgeneration.com/toolbox
http://dougdevitre.com/sa


 

Results we will measure: 

• How much time have you saved by doing market feasibility studies for new strategic 
initiatives compared to the past? 

• How much more profit can you anticipate by inserting realistic inputs? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

 

https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 4) 

 

 

 

Value Proposition ROI Worksheet! 
By @DougDevitre 

 

Here is today's assignment: 

• Make a list of all of the services that your association offers. 

• What is the perceived value of the value proposition?  In other words how much 
value does a member receive by you offering this value? 

• What is the cost for the member to acquire themselves without the association 
involvement? 

• How much revenue/member savings is generated per person? 

• What is the perceived discount from the member acquiring themselves vs. through 
the association? 

• What is the member ROI from the value proposition? 

You might find that you are giving away a tremendous amount of value but never took the 
time to see actually how much was involved.  Now you can start communicating this value 
using your marketing channels so that now it is a no brainer to belong and support the 
association. 
 
Your friend, 

 

http://twitter.com/dougdevitre
https://www.dropbox.com/s/8elnj8sqxkq0z8v/Membership%20Value%20ROI%20Worksheet.xlsx
http://dougdevitre.com/sa
https://www.dropbox.com/s/8elnj8sqxkq0z8v/Membership%20Value%20ROI%20Worksheet.xlsx
http://dougdevitre.com/sa
https://www.dropbox.com/s/8elnj8sqxkq0z8v/Membership%20Value%20ROI%20Worksheet.xlsx
http://dougdevitre.com/sa


 
 
Doug Devitre 

Download worksheet! 

 

Download Membership Value ROI Worksheet 

 

 

 

Results we will measure: 

• How much are membership dues? 

• What is the total true value of all member services, discounts, and other offerings? 

• What is the total perceived ROI per member?  In other words, if we total up the 
value of all propositions and divided them up between total cost of membership 
what is the total  % return on investment for their membership dues? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

https://www.dropbox.com/s/8elnj8sqxkq0z8v/Membership%20Value%20ROI%20Worksheet.xlsx
https://www.dropbox.com/s/8elnj8sqxkq0z8v/Membership%20Value%20ROI%20Worksheet.xlsx
https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 5) 

 
 

 

Increase Adoption Rate of Services! 
By @DougDevitre 

 

There are four ways to increase the adoption rate of member services starting by trusting 
the value you provide. 

Trust value 
Can each of the services you offer help the member get at least one extra transaction?  How 
many hours can you save them per week?  How much money does your association save 
them each year as a result of each service?   These answers might be a no brainer to you, 
however if they aren’t explicitly outlined in detail and you don’t firmly believe it then 
chances are the member won’t see the value to take action on each service you provide. 

Traffic 
Web analytics don’t lie how as far as many unique visitors, page views, and clicks.  If you 
don’t know the answers to fundamental analytics behind each of the services offered then 
you simply aren’t serious about increasing the adoption rate. 

Take action 
If you have a large amount of traffic but no one takes action then you have a conversion 
problem.  There are a number of factors that contribute to poor conversion of member 
services.  Read Increase Conversion Rates below. 

Talk 
It is better if the members talk about the service more than the association brags about 
great the service.   You can increase the chatter by adding social sharing icons to the pages, 

 

http://twitter.com/dougdevitre
http://dougdevitre.com/2013/03/true-cost-from-low-adoption-rate-of-services/
http://dougdevitre.com/sa
http://dougdevitre.com/2013/03/true-cost-from-low-adoption-rate-of-services/
http://dougdevitre.com/sa
http://dougdevitre.com/2013/03/true-cost-from-low-adoption-rate-of-services/
http://dougdevitre.com/sa


 
a comment section, and creating an open environment for conversation. 

True Cost From Low Adoption Rate of Services 
How many different services/benefits/ or offers of value do you provide for your 
customers? 

What is the adoption rate of each of the services you provide? 

Is the adoption rate a fair representation based on the ROI you wish to achieve from each 
initiative? 

What is a fair adoption rate to receive from each offer?  5%, 20%, 50%, 100%? 

 

Companies talk about offering more value, new value, or expanded value when the reality is 
they have a low adoption rate and ROI of what they currently offer.  Then they turn to their 
marketing, sales and communication department and ask them to keep promoting their 
new initiatives until eventually their customers have tuned them out. 

So, what is the cost of low service adoption rates? 
There are two primary types: 

Intangibles 

Company culture 

Employees feel self-defeated when they work hard on Project A tasks and activities that 
don’t get them the anticipated results they were looking for.  They may have clear 
objectives, process, and offer great value however if the value isn’t salable to the customer 
then why keep beating a dead horse?  This feeling of defeat, frustration and disappointment 
will not only affect Project A but carry over into future projects as well. 

 

 



 
Diminished brand promise and trust 

If your favorite restaurant suddenly started adding more items to the menu, aggressively 
promoted services you didn’t care about, and was overly aggressive about their intent to 
sell you I’m willing to bet you would start to lose faith in their ability to deliver what had 
already sold you to begin with. When you change customer expectations by adding more 
offerings, it becomes more difficult to uphold high expectations.  This why it is uber 
important to only have a few core projects at one time which have a high value of 
participation and do them better rather than adding more to the pipeline. 

Tangibles 

Time spent 
There are two time costs.  The second is almost always overlooked.  First there is the staff 
time spent on creating, nurturing, and maintaining the project.  Second, the time saved by 
not working on the initiative.  This is also known as the opportunity costs.  In other words 
instead of working on project A and getting this adoption rate or ROI we could have spent 
time on project B and had a higher adoption rate and return on investment. 

Money 
There are three money costs.  Two are almost always overlooked.  There is the money 
invested in the project for staff, technology, process, etc.  The second is the opportunity 
costs of not spending money on project A and instead of project B.  The third is the cost of 
communicating the offer and then removing it from future correspondence.  In other words 
a branding initiative to roll out services and then rebranding initiative to remove them from 
existing campaigns cost more to change a website, change print brochures, etc. 

Has your company experienced this dilemma in trying to offer more value while sacrificing 
core offers, value propositions, or services? 

 Your friend, 
 
Doug Devitre 

Assignment #5! 

 

Calculate the true cost of offering a value proposition 
good enough for any budget using this link. 

 

 

 

 

 

 

 

  

 

http://dougdevitre.com/2013/03/true-cost-from-low-adoption-rate-of-services/
http://dougdevitre.com/2013/03/true-cost-from-low-adoption-rate-of-services/


 

Results we will measure: 

• On a scale of 1 - 5 with 5 being the highest how much do you trust the value you 
provide to help members achieve their goals? 

• Do you measure how much online traffic you direct towards your value 
propositions? 

• Do you measure the conversion rate of of how many members took action on your 
value propositions? 

• Which channels do we use for online engagement to our membership and how 
effective are we at using them? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
  

 

https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 6) 

 
 

 

Increase value of membership! 
By @DougDevitre 

 

There are many ways to increase the value of membership without having to make any 
more investment in equipment, tools, or hiring extra staff.  Our challenge is being able to 
clearly communicate the value even we know the investment in the association dues is a no 
brainer compared to the services the association provides. 
 
Here we will discuss how to increase the value of membership using logic, desire, and 
fear.  These tactics are to be integrated into your existing marketing campaign as a 
preventive action to decreasing membership attrition. 
  
Logic 
Appealing to someone’s logic is to convince by quantifying the value of the return on 
investment.  This is done by demonstrating how much more money they will earn, how 
much time with they save, or how easy you will make their life based on numbers and 
reason. 
 
Desire 
You can appeal to someone’s desire to do more, be more, or live happier by explaining in 
detail what the service will do for them.  Here we instill confidence in them that they will be 
able to do their job well and been seen as respectable in front of their peers.  

Fear 
Some people take action because they are afraid of losing something valuable to them such 
as their license, hard earned money, or violating the law.  This tactic of inducing fear must 
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be used with caution. 
 
You can incorporate all three of these methods into the messaging of your marketing 
channels.  Adding value by explaining in detail what is in it for them is far more important 
than how many hours they will get, whether lunch is served, or if they need to be physically 
present or not.  When you add value you also increase the adoption rate of services, 
increase non-dues revenue, and participation in the association’s activities. 

Your friend, 
 
Doug Devitre 

Assignment #6! 

 

Watch this video to build membership value using your 
existing value propositions. 

 

 

 

Results we will measure: 

• How much impact does altering the language used in the communication of value 
propositions? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
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Doug Devitre's Strategic Altering (Day 7) 

 
 

 

Setting Priorities! 
By @DougDevitre 

 

How do you know when an item becomes a priority? 
 
It is when it moves from a to do list on to your calendar with a start and end time to finish 
the task. 
 
A challenge when operating from a strategic level is we work from our current to do list 
which is mixed up in the same software program we used on a daily basis and it becomes 
"just another item" to complete. 
 
My recommendation is to use a separate software program for your strategic to do list that 
way you don't clutter up your thinking with the daily minutiae that freezes our thinking. 
 
A mobile friendly software what works on both Android and Apple is Wunderlist.  You can 
create brainstorm tasks, considerations, and risks in a to do list format, prioritize from 5 to 1 
(5 being the highest priority), and then add to your calendar if the item is a top priority that 
you yourself must finish. 
 
Also, set aside time on  your calendar to innovate.  Some companies might take a half to a 
whole day to think creatively and innovate.  If you settle for just an hour a week that just 
isn't enough.  Hold a weekly one hour meeting for your team to discuss what they came up 
with that way each will hold each other accountable for the good ideas that they share and 
also demonstrate they used that time appropriately for your company. 
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Too Many Players on the Field: Why Your Brain is Fried 
Memory experts would suggest that you can only remember seven items.  Seven digits in a 
phone number would be something reasonable you could remember however a number is 
a fairly easily simple object to recall.  Seven sentences or seven paragraphs is another story. 

When someone says they are a good multi-tasker or can juggle many projects at once bet 
they are performing relatively simple tasks.  Prioritizing, creative thought process, 
and content creation demand more energy from our brains which is why productivity 
experts will recommend doing these tasks early in the morning. 

In David Rock’s book Your Brain at Work: Strategies for Overcoming Distraction, Regaining 
Focus, and Working Smarter All Day Long breaks down the chore of getting clear about how 
to maximize the energy from your brain to get more done. 

He suggests when you have “too many actors on stage” (people/process/tasks) to account 
for it require much more brain power to sustain.  Fewer actors doesn’t require as much 
effort to sustain high powered performance thinking for longer periods of time. 
  
Your friend, 
 
Doug Devitre 

Assignment #7! 

 

See where your day goes and how to get back in control 
of your schedule. 

 

 

 

Results we will measure: 

• How many hours did you save per day on organizing strategic thinking? 

• How many hours did you save per day on delegating tasks? 

• How much is your hourly wage if paid by hour? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
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Doug Devitre's Strategic Altering (Day 8) 

 
 

 

Decreasing Membership Attrition! 
By @DougDevitre 

 

The membership renewal deadline  ”judgement day” for most associations primarily 
because dues is the primary revenue source. 

This is a problem because budgets are prepared the year prior, not after the renewal period 
is over.  Associations that aren’t prepared for this go from the black to red overnight causing 
frantic cutbacks at every turn. 

Whether your leadership is proactive or reactive you can apply a few techniques based on 
your existing resources. 

There are four possible options to decrease membership attrition: 

Corrective – fixing cause before the problem happens in the future. 

The best solution although requires significant time and energy to pull back services, 
develop more effective services, and train staff to deliver to new solutions. 

Adaptive – fixing the problem after it happens. 

Good solution if the services have high value and positive feedback from key members 
although may require more time to remarket services. 

Preventive – remedy the problem without fixing the cause. 
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Good solution to find out why members didn’t renew and attempt to persuade renewal 
however it doesn’t fix whether the services offer substantial ROI. 

Contingent – remedy a problem after it happens. 

A membership guarantee is a good option because it instills confidence in members that 
they will receive value if they perform a series of activities however may be risky if the 
members take action and get poor results. 

Which option is most most reasonable for you to consider based on your existing resources, 
time constraints, and staff? 
 
Your friend, 
 
Doug Devitre 

Assignment #9! 

 

Find how many members, member attrition rate, and 
select a solution. 

 

 

 

Results we will measure: 

• Which option produced the greatest impact on membership renewals for your 
association? 

• How many members were you able to retain after the renewal date deadline? 
 

  

 

  

 

http://dougdevitre.com/2013/05/how-to-decrease-membership-attrition/


 

Doug Devitre's Strategic Altering (Day 9) 

 
 

 

Increase Leadership Participation! 
By @DougDevitre 

 

You can increase participation in leadership roles by have clear expectations of 
participation, and how you will know if their participation is real or not. 
 
Here is a short list of questions to think about where you are and how to increase the 
participation. 

Result 
• Are the leadership positions and committee descriptions include measurable 

outcomes they can be held accountable? 

• How much outcomes contribute to member profitability and political advocacy? 

• Have we created benchmarks of performance and find ways of improving each 
outcome? 

Responsibility 

• Does our key leadership have the existing skill sets to achieve the desired results? 

• Does our key leadership have the knowledge and/or experience to serve at the 
highest level? 
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Recourse 

• What happens if the strategic objectives are not met? 

• How strong is your "leadership bench" in case commitments are not kept? 

If your association leadership is results oriented and has clear responsibilities but no 
recourse then you may experience do overs which contribute to longer project times and 
unsatisfactory leadership. 
 
If your association leadership is has clear responsibilities and recourse for unsatisfactory 
performance but vague results then leadership will be spinning wheels to meet objectives 
by looking busy rather than meeting objectives. 
 
If your association has clear results and recourse but no defined responsibility then 
leadership will have recycled leadership. 
 
For the resolutions to this issue, stay tuned for the next email about software and tools that 
will help you define the results, responsibility, and recourse to increase the participation of 
leadership. 

But before you start delegating tasks understand that the group is either committed, 
enrolled, or compliant.  Once you understand how to improve membership morale, you can 
get more done through trusted relationships. 
 
Your friend, 
 
Doug Devitre 

Assignment 10! 

 

If you were to rate your leadership right now, what # 
would best represent your leadership participation? 

 

 

 

Results we will measure: 

• Which best describes your leadership participation in activities? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 
 

https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 10) 

 
 

 

Increase Leadership Participation 2! 
By @DougDevitre 

 

If you examine the last email you saw areas you can either improve the results, 
responsibility, or recourse.  Now, what tools in your arsenal can you use to drive the 
performance in your association? 
 
Result 

Create job descriptions in Evernote. 
I suggest creating a notebook in Evernote called job descriptions.  Each note can include 
links to how to videos you create or find on YouTube, pictures of process maps that outline 
systems and projects, and your written description.  Since each note becomes a link you can 
easily share it from any mobile device to the person responsible for completion. 
  
Create process maps using Draw.io. 
These process maps will show how the inputs help you reach the desired output.  Stay 
tuned for one of our next modules on how to create process maps. 
  
Create mind maps to show structure. 
Use Mindmeister to show the table of contents of your association similar to the site map of 
your website. 
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Responsibility 

Demand attendance and participation. 
 
Use a tool called Doodle to schedule meeting times or Eventbrite for events and make 
attendance transparent for everyone to see who is registered.  This way the team knows 
who is slacking off 
  
Video text message groups. 
 
Your smart phone can send video text messages to an entire group.  Videos show emotion 
and can stress the importance  
  
Train how to use tools. 
 
If your team doesn't know how to use your leadership participation tools then it is your job 
to teach them, supply them with learning aids, and make sure they follow through.  It may 
be easier to find existing videos on YouTube rather than trying to create them yourself. 
  
Recourse 

Track analytics in email. 
 
Frankly email announcements sent by Outlook just don't cut it anymore.  Use Mailchimp to 
track to see if your Board of Directors are clicking on the links to action items in emails and 
call them on the phone and ask them why they didn't. 
  
Request meeting feedback reports. 
If you send a director to an event how do you know if they attended meetings or went to 
the pool.  Ask them to fill out an event report using Evernote or Google Docs and hold them 
accountable to give input on how the association can take action. 
  
Demand use of collaboration tools. 

Saying you are going to use a tool and no one collaborates doesn't work.  Train them how to 
use the simplest tool which works on different computer operating systems and mobile 
devices. 

Your friend, 
 
Doug Devitre 

Assignment 10! 

 

Make a list of the tools you will use to hold your leaders 
more accountable. 

 

 

 

 

http://doodle.com/
http://eventbrite.ca/


 

Results we will measure: 

• Which tool has helped you increase leadership participation the most? 

• How has your leadership accountability improved as a result? 
 

  

 

 



 

Doug Devitre's Strategic Altering (Day 11) 

 
 

 

Selling Process! 
By @DougDevitre 

 

Are you primarily service driven or are you in sale driven? 
 
Who can you serve who you cannot sell? 
 
Because you are running and association or business we need to have a simple process to 
generate enough operating income to deliver member services, keep the lights on, and pay 
your salary.  You can consider revenue the same member savings however not enough 
revenue means all bets are off. 
 
You can start thinking about your marketing campaigns to both members and consumers 
but first be able to structure it for maximum productivity. 
 
Your friend, 
 
Doug Devitre 

Assignment 11! 

 

Create customer lists, which message, which channels 
and how to manage their relationships to produce 
revenue/member savings. 
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Results we will measure: 

• How much revenue/member savings is each list bringing in on average? 

• What % of market share does each list take action on average? 
 

  

 

Marketing to Members vs Consumers 
Associations mostly allocate their resources around member services but when a new initiative 
expands to serve consumers or potential new members a whole new strategy is needed. 

Why a whole new strategy? 

Because associations must build a new list of prospects rather than working 
from an existing member list (which has been their bread and butter in the 
past). 

In other words, if you have a list of 15,000 members and have an initiative to start a pre-license 
school, consumer advocacy program, or political campaign then your members are not your 
primary targets and only serve as referral agents at best. 

This means we must as an association reinvent our strategy, our tactics and plan out a roadmap 
to coordinate all of these activities otherwise wander hopelessly from activity to activity and 
get poor results. 

So is it really worth creating a consumer centric campaign? 

A whole new strategy means… 

• Using existing talent or finding specialist who have experience in launching consumer 
centric campaigns. 

• Developing and mastering new skill sets using new tools and software aimed at 
producing results. 

• Creating and deploying new job descriptions around new tactics to those are 
accountable for reaching specific deadlines. 

• Constructing new offers, sales pages, and email campaigns centered around the 
consumer to enter into the online sales funnel 

• Allocating enough time to deliver the launch successfully and identifying potential 
roadblocks ahead of time. 

• Creating benchmarks and measures for success throughout the campaign to ensure 
progress is made. 

 



 
• Setting aside time to measure the results from online campaigns. 

• Improving the results by honing job descriptions, systems and online communication 
portals. 

What does most leadership say when a new initiative is created? 

We can have the marketing and communications department do that! 

I can just see “the look” on the marketing and communication staffers that 
get “that” announcement and hear these thoughts in their heads. 

1. I have enough on my plate now and you want me to do what? 

2. Am I getting paid any extra for doing all this new work? 

3. If I have to learn one more new thing I think I’m going to quit. 

4. Good think I only have 2 more years left before retirement. 

Potential problems when launching new campaigns… 

• Budgets are stretched and misappropriated because a lack of attention to resources and 
real time to market. 

• Staff get overwhelmed to learn new skills that is not in their current job description. 

• Proper benchmarks are not set results are not measured regularly because other 
pressing deadlines are a distraction. 

• Other projects suffer because of lack of attention and reassignment to new activities. 

• Weak offers are poorly constructed and have low conversion rates. 

Let’s get back to the process of building the list, creating the offer, and the copy. 

If you have to build a new list then you can’t 100% rely on your existing channels and 
members because most communication benefits the member as opposed to the consumer. 

A list (essentially a spreadsheet) can include first name, last name, email address, address, 
phone #, etc.  The more personal information you ask for the less people will subscribe but will 
be higher quality.  Email address is one I would require to be added to the list and as you build 
a relationship by offering value to “what’s in it for them” then they will give you additional 
personal information such as like as interests which can be used for further segmentation for 
future campaigns. 

All lists are created by offering something unique, has immediate value, and a desire to earn 
more, do more, or save time making mistakes.  This happens by creating a special report 
directed at their primary fears from which you have the answers to however may not be 
explicitly communicating that in a format easy to receive, digest, and share with others who 
have similar interests, i.e., other friends who can benefit from your value proposition. 
 



 
You can build a list by having others buy a product however it is more likely it is much easier 
and faster to give away something (downlaodable intellectual property) than to expect them to 
buy now. 

For example I would create an offering the “10 Mistakes New Agents Make When Getting 
Their Real Estate License” and deliver it using an email auto-responder with emails being 
sent one per day with a video message and/or some other content that benefits them.  The 
trick is to include only insert one resource to access each email and then when they receive the 
value added bonus there is only one link to take action. BUY NOW! 

The list is more important than anything else.  You can buy lists however they won’t have a 
high conversion rate cause they rely heavily on the copy and the offer. 

The copy is the 2nd most important.  Have you ever bought anything cause the sales message 
was good but wasn’t all that great?  I’ve done it before and sure you have too. 

The offer is the least important however still mandatory to be created well to increase the 
conversion rate. 

Priority of the steps: 

1. Build the list. 

2. Create and improve the copy. 

3. Create and improve the offer. 

The analytics behind improving each one of these don’t lie so as long as you take time to 
measure the results and improve each one consistently. 

These tactics still apply to marketing to members however you already have a high quality list 
because they have already bought into membership.  Even though someone is a paid member 
still that doesn’t mean they are actively engaged.  Stay tuned for a future post on “Shadow 
inventory of membership”. 

  

 



 

Here is your roadmap expressed as a mindmap 

Building the list tactics, skill sets, and tools. 

PPC advertising 

• Sponsored banner ads 

• Google PPC 

• Facebook ads 

• Retargeting on other websites 

Social media marketing 

• Facebook updates, tagging, commenting, and links 

• Twitter updates, mentions, hashtags, pictures, and links 

• Linkedin updates, group discussions, commenting, and links 

Content marketing 

• YouTube videos 

• Blog posts 

• Pictures, info graphs, and mind maps 

• Slideshare presentations 

Email marketing 

• HTML design 

• Auto-responders 

• A/B split testing 

• Online opt-in forms 

Search engine optimization 

• Keyword identification and optimization 

• Including keywords in content, descriptions, tags, ALT tags, link tags, etc. 

 

 

 



 
Conversion optimization 

• A/B testing of offer page 

• A/B testing of email subject lines 

• A/B testing of images linked to offer pages 

• A/B testing of written copy on on offer page 

Improve the message (copy) tactics, skill sets, and tools. 
Skill sets 

• Ask provocative questions when introducing the offers. 

• Invoke desire, logic, and fear into call to actions. 

• Create waterfall of interest when reading subsequent lines in the message to create 
excitement. 

Tools 

• Hire a professional copywriter. 

• Use an article spinner to create variations of the message to be used in future blog posts 
to avoid redundancies and SEO penalties of using same content. 

Create the offer tactics, skill sets, and tools. 

Tactics 

• Create the offer in Constant contact, Mailchimp, or other email software that has 
multiple opt-in option.  These might include opt-in by text, by email or even scan by QR 
code. 

• Place the offer URL (example http://packthemin.com) in as many different online 
communication channels as possible. 

• Create trackable URLs to benchmark effectiveness of online marketing campaigns. 

Develop the skill sets 

• Record audio segments of presentations or ask SMEs (subject matter experts) for files to 
be included. 

• Create other bonus content the consumer can benefit from. 

• Learn Optimize Press or other squeeze/sales page software to create the offer as a 
landing page used in marketing. 

 



 
 

Use bonuses 

• Share Slideshare or PowerPoint presentations for those who take action now. 

• Share templates, scripts, and diagrams from Dropbox or Box.net before, during or after 
the offer is confirmed. 

• Buy low cost items on Amazon.com ($2 or less) to give as bonuses. 

Roadblocks to the transition: 

1. We too often we milk the same change agents for support and have already burnt them 
out to support a new cause. 

2. Our home page is cluttered with too many calls to action from which we typically send 
online traffic. 

3. Consumer is confused with member related calls to action and a confused mind says no. 

4. We seek new marketing strategies in which we have no previous experience and rely on 
staff to become overnight experts. 

How to Overcome the Roadblocks 

If I were the executive of a firm I would do this… 

Marketing department… 

I know you have been under a lot of stress lately to do all these things we’ve been throwing at 
you and we are very proud of what you have accomplished.  Would you be open to learning a 
new few things that will increase your skill sets, equity in our company, and potentially your 
take home pay if we start to see some results? 

CFO or finance committee… 

We are always under the gun to meet new deadlines, take on new projects and provide value 
to our members consistently without rest.  I know how much you want to support this new 
initiative however please realize that if we are going to follow through with this then we will 
need to reexamine how much staff time, resources, and schedule is realistic if we are going to 
make this project a success. 

Show them the list of tactics, skill sets, or tools and co-create how much time it will take to 
learn, create, assign, and hold each other accountable for reaching the deadlines.  Always add a 
buffer cause you always will need it, especially on time. 

Explain to my significant other… 

Honey, I’m going to have to start spending some time learning some new tricks otherwise I 
don’t know if I’m going to keep providing food on the table.  It has been brought to my 

 



 
attention that my job requires some new skills sets and at the very least an understanding of 
how this whole online thingy works.  All this means is that I will need to buy some books and 
read up a little more than I have so that when new projects come along I can delegate them 
better.  This extra time will provide less stress for me in the future and a better life at 
home.  You do want a better life at home, don’t you? 

Chocolate, dinner, or an exotic vacation will do just fine. 

Things that won’t work.  

1.  Praying   

2.  Medication  

3.  Duress 

 



 

Doug Devitre's Strategic Altering (Day 12) 

 
 

 

Process Maps! 
By @DougDevitre 

 

A process map is a diagram of all of the activities involved in a project or system that helps 
you achieve a specific outcome. 
 
Think of raw materials that run through a factory, the people that are responsible for 
specific tasks, and how each relates to one another and without a functional process the 
end product is late or never completed. 
 
In your association there are several processes such as: 

• New member orientation 

• Political advocacy campaigns 

• Committee meetings 

By having a clear process map that defines the steps involved, how decisions are made, and 
the end result in mind increases the success rate of the project or system and saves you 
time explaining process to each new person or idea that enters into your association. 
 
Some great tools that will help you create process maps are: 

Cacoo - free online process map tool 
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Draw.io - free online process map tool 

Graf.io - process map tool for iPad 

SmartDraw - easy to use tool for purchase 

You only need one process map creation tool just like you only need one word processing 
software.  Pick one and get really good at it. 
 
Also, invite your staff and leadership to improve upon the process so you improve the 
performance of your association. 
 
Which process do you need help most creating?  Share with us your process. 
 
Your friend, 
 
Doug Devitre 

Assignment #12! 

 

Create a process map using one of the recommended 
software and email it to us. 

 

 

 

Results we will measure: 

• How much time did you save staff by creating an easy to understand process map 
for your association? 

• How much more money did you make/save as a result of having a process map? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
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Doug Devitre's Strategic Altering (Day 13) 

 
 

 

Take Two Timeout! 
By @DougDevitre 

 

If your head isn't spinning from the last 2 weeks of content then either you haven't taken 
the time to do all of the assignments and answered the questions in the accountability 
section of the emails. 
 
Our job was to make you think differently about how you approach your association to get 
you measurable results, not just do more activities. 
 
Use today's email to do two things: 
 
#1  Relax 
You've certainly deserved a break if you have worked hard.  Spend time with your family or 
go out and/or go out and do something that makes you happy.   
 
#2  Plan for celebration 
After you reach one of these specific goals you are going to want to celebrate big time. 

• Attract more customers and increase revenues 

• Increase adoption rate of services 

• Increase membership satisfaction 

• Increase online conversion rates 
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• Decrease decision making time 

• Decrease labor costs 

• Increase effectiveness of online communication channels 

• Shorten customer service response time 

• Improve usability of the website 

• Improve the image of the brand 

• Decrease customer attrition 

• Improve employee morale 

• Increase the value of of services 

• Increase participation in leadership roles 

Think of how different your association will be as a result of achieve these results.   
 
The members will see major changes and there will be a renewed excitement from 
yourleadership team because you were the captain who brought these results to them.  
  
Your friend, 
 
Doug Devitre 

Assignment #13! 

 

Revisit your priorities to see if they have changed using 
the Wunderlist app. 

 

 

 

Results we will measure: 

• How often do your priorities change? 

• How quickly are you able to shift gears and solve problems? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
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Doug Devitre's Strategic Altering (Day 14) 

 
 

 

Budgeting! 
By @DougDevitre 

 

Here I'll show you two types of software that will help you with your budgeting process 
even though many others exist.  You Need A Budget app is a download that can help you 
with your personal goals but the remainder will set you straight for running your 
association. 
 
Rolling Budgets 
 
One of the best online tools for seeing where your money goes each month and whether 
you are meeting or exceeding your budget is Mint.  Once you create your account, add 
yourbusiness banking and credit card information and it automatically populate your 
current equity position, summary of accounts, and detailed transactions which makes 
expense reporting a breeze.  You can easily set categories of expenses for each month and 
see how much over/under you are as each day progresses. 
 
Project Feasibility (Zero-based Budgeting) 
 
Before you take on a new project does it make financial sense to move forward? 
 
We've already shared with you the Business Model Toolbox and Strategyzer that will help 
you perform these calculations.  I facilitated a workgroup with an association and used the 
input from the members into this tool and decided not to move forward with a project that 
would have cost them over $1 million dollars in the first year. 
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[Bonus] Expenses 
 
Instead of using Microsoft Excel spreadsheets (which I used to do) for expense reports, 
check out Expensify which is a huge time saver in finding/locating receipts after the charge 
is made and paying off expense reports. 
 
Your friend, 
 
Doug Devitre 

Assignment #14! 

 

Calculate how accurate you are with rolling budgets, 
project feasibility, revenue, operational expenses, 
and EBIDTA. 

  
 

 

 

Results we will measure: 

• How accurate is your forecasting for the following? 

• How quickly are you able to pay approved expense reports? 

To hold you accountable for achieving  your goals we will send you a link to a form to fill 
out.  You must use this link from the same internet browser from the same device.  If not, 
then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

https://www.expensify.com/
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Doug Devitre's Strategic Altering (Day 15) 

 
 

 

Improving the Image! 
By @DougDevitre 

 

Design 
Find logo, letterhead, print, and online profile designers on Fiverr and Odesk.  Sort by 
thehighest rated first and verify on the user reviews and past work. 

Interaction 
Use mobile apps such as Hootsuite for online listening, Google Alerts for web 
alerts, Tweetbeep for Twitter alerts, and WordPress to respond to blog comments. Send 
video and picture text messages and pick up the phone. The calling feature still works. 

Content creation 
If you speak faster than you type try recording your voice with a mobile app, send it 
to SpeechPad and it will convert long audio announcements to text for blog posts, press and 
press releases to send to the editor. Create a video studio  or Livestream to video 
broadcastyour events to broadcast events to those members who can’t be physically 
present. Read the book Infographics: Power of Storytelling to learn how to transform your 
reports to visual stimulating graphics. 

Collaboration 
When you involve members in the process they make you valuable. 

 

Your friend, 
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Doug Devitre 

Assignment #15! 

 

Choose which part of your image you want to start with 
and start improving now. 

 

 

 

Results we will measure: 

• Which among design, interaction, content creation, or collaboration is the highest 
priority for you? 

• How much does the current image reflect what you want to be known for in the 
market place? 

To hold you accountable for achieving  your goals we will send you a link to a form to fill 
out.  You must use this link from the same internet browser from the same device.  If not, 
then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
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Doug Devitre's Strategic Altering (Day 16) 

 

 

 

Improve Usability of Website! 
By @DougDevitre 

 

How easy your association website is to navigate will dictate how members perceive 
thequality of services, take action on services offered, and decrease the amount of time 
staff is involved with responding to inquiries. 
 
The website should be easy to use on both desktop/laptop computers as well as multiple 
mobile devices. 
  
Here are some quick tips to improve each one: 

• Browser compatibility – test website at www.browsershots.org  

• Load speed – test site at www.loads.in 

• No broken links – test for broken links at www.brokenlinkcheck.com 

• Visually impaired - http://mashable.com/2011/04/20/design-for-visually-impaired/  

• User testing – perform a user test at www.usertesting.com 

• Experiential testing – observe member behavior while testing call to actions 

• Device compatibility – test at favorite electronic stores 
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• Optimized buttons and images – create at www.Fiverr.com 

• Text and image friendly – test site at www.howtogomo.com 

• Local map link – create one at http://maps.google.ca 

Mobile site redirect  - http://www.inmotionhosting.com/support/website/how-
to/mobile-redirect 
 
You might not be able to fix all of the problems yourself but at least you know what is 
wrong so you can delegate these tasks to someone else. 
 
Your friend, 
 
Doug Devitre 

Assignment #16! 

 

Calculate the following metrics listed above using the 
recommended sites. 

 

 

 

Results we will measure: 

• What is your priority on improving the usability of your website? 

• What % and how much revenue vs. calls to action can be traced back to improving 
thewebsite usability in each category? 

 

  

 

 

http://www.fiverr.com/
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Doug Devitre's Strategic Altering (Day 17) 

 
 

 

Increase Online Conversion Rates! 
By @DougDevitre 

 

There are many different channels to promote your value and attempts to do everything at 
the highest level demand a tremendous amount of resources.  
 
Read this article in REALTOR Association Executive Magazine that shares what you must 
know about Analytics to improve your online conversion rates. 
 
Your friend, 
 
Doug Devitre 

Assignment #17! 

 

Determine the right metrics for each of your 
channels/tactics and how to drive more traffic and 
convert more to take action. 

 

 

 

 

 

Results we will measure: 

• How effective are you at driving traffic to your calls to action using the following 
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channels? 

• How often to you test your calls to action using the following tactics? 
  

Two Ways to Increase Registrations 
Let’s pretend you are putting on a big event or have a serious campaign you want others to 
take action on. 

 

You could take the old fashioned route which may have worked before in the past.  However 
what you might find it isn’t as effective as it used to be because now there is more competition 
for attention and how others choose to allocate their time. 

If you are serious about improving registrations then we must examine new tactics but also 
consistently measure the results to improve upon. 

There are only two ways to increase registrations. 

• Traffic 

• Conversion 

Each of these involve a series of best practices to improve upon. 

In summary, here are the bulleted items again to review. 

Traffic 

• Word of mouth 

• Email 

• SEO/PPC 

 

http://dougdevitre.com/wp-content/uploads/2012/08/bigstock-Traffic-To-Your-Website-8748799.jpg


 
• Social media 

• YouTube 

• Print/direct mail 

Conversion 

• Analytics 

• Copywriting 

• Call to actions 

• Up-sell/cross-sell 

• A/B testing 

 



 

Doug Devitre's Strategic Altering (Day 18) 

 
 

 

Increase Non Dues Revenue! 
By @DougDevitre 

 

Non dues revenue is a sticky issue because: 

• Associations are non for profit entities geared towards member services. 

• The association doesn't want to be seen as taking money from members. 

• The association can't have too much surplus budget otherwise their could be 
negative legal consequences. 

However, if the association is facing a budget deficit, looking to raise money for a charitable 
cause, or needs money to support higher level member services then non dues revenue 
options might be helpful. 
 
If you don't like using the term non dues revenue then think of member savings 
instead.  After all the money you save the member can be considered extra value delivered. 
 
In a blog post Get Serious About Non Dues Revenue I pointed out ideas you may never 
thought about before. 
 
In an article for REALTOR Association Executive magazine I cover the Most Overlooked 
Revenue Opportunities for associations. 
 
Think about how the process of when some shops online? 

 

http://twitter.com/dougdevitre
http://dougdevitre.com/2012/07/get-serious-about-non-dues-revenue/
https://www.dropbox.com/s/m9udz0dkqyh3rw6/RAEWinter13_p16-17_7Overlooked-1.pdf
https://www.dropbox.com/s/m9udz0dkqyh3rw6/RAEWinter13_p16-17_7Overlooked-1.pdf
http://dougdevitre.com/2012/07/get-serious-about-non-dues-revenue/
http://dougdevitre.com/sa
http://dougdevitre.com/2012/07/get-serious-about-non-dues-revenue/
http://dougdevitre.com/sa
http://dougdevitre.com/2012/07/get-serious-about-non-dues-revenue/
http://dougdevitre.com/sa


 

 
 

Even if non dues revenue isn't a top priority but member engagement and attendance is, 
then employing an "Amazon like" model into your association will decrease the amount of 
staff time involved with meeting your objectives in which will be discussed in more detail in 
the next module. 
 
Your friend, 
 
Doug Devitre 

Assignment #18! 

 

Choose which non dues revenue source can be created 
with the least amount of labor intensity and create 
an action plan with a process so you can Amazon your 
association model. 

 
 

 

 

Results we will measure: 
  

 

http://dougdevitre.com/2012/07/get-serious-about-non-dues-revenue/
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• How much money do is your association losing by not offering a suggested item 
after a purchase? 

• How much time could you save staff by cross/up-selling your services? 

• How much easier would it be for members to take action on suggested items? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
  

Get Serious About Non Dues Revenue 

Talking about non dues revenue is like the white elephant in the room 
because everyone knows its a priority but very few are taking actions to 
make it happen. 

When you see how each association is attempting to sell the value propositions each one 
is leaving money on the table in a big way. 

How can I say that? 

Let me ask you a question and go ahead and answer it for yourself or add comment at the end 
of the post. 

If I were to visit your association website and pay for a class with a credit card 
what is the next web page the payment gateway takes me to? 

A. The association home page 

B. You don’t know 

C. My web person knows that 

D. A cross sell or up sell of existing value proposition 

If you answered A, B, or C then it’s no wonder why the number one source of revenue is dues 
and other services amount to a far distant second.  Clearly non dues revenue is something you 
want however the need hasn’t hit hard enough to make you take action. 

When you sit down at a restaurant and begin to order the server typically asks if you want an 
appetizer, a cocktail.  At the end of the meal even though you asked for a box and are clearly 
full the server asks you if you want to see the dessert menu. 

So if restaurants are so successful at monetizing their menu why is the association not? 
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In my opinion is there aren’t clear defined goals and effective tactical solutions to make it 
happen. 

Do you have clear written goals for each of the non dues revenue 
opportunities? 

Example model to start connecting the dots. All numbers listed are not to scale nor are 
guaranteed. 

If not that’s like saying I want to make more money or I want to lose more weight.  It’s a far cry 
from reality. 

I realize an association must be a service provider and deliver value in exchange for dues but 
when members go elsewhere to pay for services that an association already offers there is 
issue, at least in my opinion. 

• Sales is a learned skill. 

• Marketing is a learned skill. 

• Online marketing is a learned skill. 

The challenge is that staff are so overwhelmed by the day to day activities that there is little 
time to invest in skill sets to increase sales so it becomes an outsourced activity or falls by the 
waste side. 

Specifically in selling we must analyze the conversion rates from the list we build (or already 
have), the offer (value proposition) and the copy (the language/delivery of the offer). 

My goal here in this post is to get you to think differently about the lost revenue opportunities 
that exist in your association and how to recapture the money members spend to use 
other service provider solutions. 

I’ve taken the time to write some questions down to make you think about some revenue 
opportunities, channels you are using, and how the customer segments (members or non-
members) that an association would attempt to deliver their value proposition. 

  

 



 

Example Revenue Streams 

Dues 

 
Example model. Are numbers are not to scale. 

Questions to ask 

• Do we permit quarterly, semi-annual, or yearly payments for membership? 

• Are there multiple memberships available to special interest, networking, and VIP 
special benefits? 

• Which services, tools, and affiliate marketing can we advertise and possibly bundle into 
membership packages? 

• Which services, tools, unbundle from membership services to sell a la carte? 

• Do you cross sell value propositions when dues are collected live or online through the 
membership portal? 

Education 
Questions to ask 

• Are classes bundled, sold as individual, or both? 

• Do you cross sell value propositions upon live or online registration? 

• Do you cross sell value propositions during and following education offerings? 

• How often do you record digital audio, video screencast, or live broadcast of your 
presentations to be offered in the future? 

 



 
• Is all of the content delivered stored in a learning management system? 

• How many different methods do we use to educate our members for fee vs. non-fee? 

• Have we quantified the value proposition for how much money one can gain vs. lose by 
not taking action now? 

• Does our member education calendar allow for simple registration, payment, and quick 
logistics planning? 

• Are our education services available for consumption on mobile devices? 

• How easy is the process to make payments online and from a mobile device? 

Events 

Questions to ask 

• Which affiliates, suppliers or vendors will sponsor at different levels to offset the cost of 
and event? 

• Do we offer multiple sponsorship and advertising levels for special events? 

• Do we offered tier ticketed pricing for different value packages for special events? 

• How often are you collecting video testimonials, pictures, and feedback from special 
events? 

• Do you promote high priority calls to action on Twitter hashtags for events? 

• Do you cross sell value propositions after every call to action during event activities? 

• Do we accept donations for special charities during events? 

• Do we host consumer education events for a fee? 

RPAC 

Questions to ask 

• How many different communication channels online do you use to educate and ask for 
RPAC investments? 

• Do you ask others to donate or invest? 

• Have you make a list of the 100 reasons why to invest in RPAC? 

• Do you accept credit cards from mobile devices? 

• Do you have a system setup for online auctioning? 

 



 
• How many steps does it take to donate to RPAC online? 

Licensed services 
Questions to ask 

• Which intellectual property do we have we can license to other institutions per use or 
by period of time? 

• Do we have extra staff hours we can offers to offset during non peak times? 

• Do we have special software or technology we can license to non members involved in 
professional services? 

• Do we license our training materials to large brokerages? 

Sponsorships, Affiliates, Advertisers, Suppliers 

Questions to ask 

• Which products and tools do our members use the most? 

• Do the products and tools reinforce the value propositions of the REALTOR® 
Association? 

• Have we tried to create a supplier, advertiser or affiliate relationship with each solution 
provider? 

• Which affiliates, suppliers or vendors will sponsor at different levels to offset the cost of 
an event? 

• Have we made a list of 100 why questions on why someone would want to sponsor your 
association? 

• How many ways do we communicate each of the value propositions to sponsors of 
association-sanctioned events? 

• Do we have a tiered sponsorship program that offers multiple benefit packages for each 
tier? 

• How many calls do you make per week to solicit non-member relationships? 

• How often and what tools do we use to educate our sponsors, affiliates, and advertise 
on how they can develop more sound relationship with our members? 

Store (live and online) 
Questions to ask 

• Does our live store reinforce the online store specials? 

 



 
• Do we give others options to donate to RPAC or selected charities upon every credit 

card purchase? 

• How often do we use direct response marketing to promote in store specials? 

• Does our online shopping cart system allow cross sells, up sells, and monthly 
installments options? 

• What products or services can we cross promote using online affiliate marketing to 
generate revenue? 

• Do you cross sell value propositions after every call to action? 

• Are we set as affiliates for Amazon, iTunes, and other popular online merchandisers? 

Facility 

Questions to ask 

• Does our facility offer workstations, computers, WI-FI access, and meeting space? 

• Does our office space have extra room to offer meeting space to members, affiliates, or 
the public for a fee? 

• Can we lease space to an affiliate, sponsor, or advertiser? 

• Have we selected the top meeting spaces according to each type of event we host that 
allow customized signage, easy access, and security? 

  

 



 

Channels 
Face to face 

Questions to ask 

• What are the priority calls to action to reinforce when encountering a member in 
person? 

• How many different types of printed messaging or collateral to members which support 
high priority calls to action? 

• How many different ways to you continue face to face conversations and discussions 
from live events to online? 

• How often to you capture live testimonials or experiences with dedicated and 
supportive members? 

Website 

Questions to ask 

• Have you used MarketingGrader or WooRank to determine the effectiveness and make 
improvements to your website? 

• How many specific calls to action do you want REALTORS® to take and are they easy 
identifiable, clickable, and usable from a mobile device? 

• Is the site easy navigable from an iPad, iPhone or other mobile device? 

• How often do you test the offer headlines, copy, and conversion of call to actions? 

• Is the website accessible for the visually impaired? 

Email 

Questions to ask 

• How often do you A/B test split your email campaigns? 

• How often do you use a unique throat grabbing subject line? 

• How many auto-responders does your organization use to build lists and make online 
conversions to build trust and online sales? 

  

 



 
Social media 

Questions to ask 

• Have we determined which channels to use, established best practices and developed a 
policy for social media? 

• How often are we tracking the effectiveness of our social media campaigns on each of 
our channels? 

• How often are we taking the time for staff to improve the skill sets in using the social 
media tools? 

• Have we looked at the assessments provided by Doug? 

Phone 

Questions to ask 

• When staff answer the phone are they excited? 

• Are the voicemails created with sincerity, ways to follow up, and specific call to action at 
the end? 

• Does our phone service allow for click to call, visual voicemail, online call logs, and cloud 
based fax? 

• At the end of the conversation has the staff asked for an upsell or cross sell? 

Partner channels 

Questions to ask 

• How many ways do our partner associations post our content to their website? 

• Have we allowed and demonstrated how partners can syndicate our content to their 
members? 

• How many ways do our partners share our message through their communication 
channels? 

• Have we created affiliate relationships with our partnerships to increase non dues 
revenue opportunities? 
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Customer Segments 
REALTOR® members 
Questions to ask 

• How many ways does your association describe how one can become a member? 

• Have you assigned a dollar amount for each value proposition? 

• How many ways and what would it cost their business to lose their membership? 

Broker owners 

Questions to ask 

• Who are the top real estate brokers, most active, and have contributed the most to your 
membership? 

• Do we offer videos, presentations, reports, and other shareable content brokers can use 
in office meetings or with corresponding with agents? 

• Do we offer a special membership including featured benefits to top brokers? 

• Have you assigned a dollar amount for each value proposition? 

Affiliates 

Questions to ask 

• Who are the top companies and decision makers in each category of service provider for 
real estate? 

• How many ways do we connect affiliate members with our members? 

• How many different types of affiliate membership do you offer? 

• Have you clearly articulated the value proposition according to features, benefits, and 
motivating factors to act now? 

• How often and in how many ways are we communicating our value propositions to 
these organizations? 

  

 



 
Consumer 

Questions to ask 

• How many different ways can the association create content to protect the consumer? 

• How many different programs is your association involved in creating consumer 
advocacy? 

• Which services does your association charge consumers for specialized services? 

• How skilled are the members trained in sharing valuable content produced by the 
association with the public? 

Suppliers 

Questions to ask 

• Have we identified the highest value/lowest cost for each of our fixed and variable 
suppliers? 

• Have we asked our suppliers to participate as affiliates, sponsors, or advertisers? 

• Do we include our suppliers in our association announcements? 

• How often and in how many ways are we communicating our value propositions to 
these organizations? 

Ok, enough questions. Let’s talk about implementation. 
Each one of these questions should not be answered just yes/no. 

They should be answered in why, what, how. 

Some of the tactical solutions can be integrated rather quickly with limited time of investment 
and cost. 

Some require intensive writing, creativity, and technological skill. 

Which of these is the biggest priority for you? 
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Amazoning your association model! 
By @DougDevitre 

 

If you buy a product on Amazon what other products do they recommend you buy?  How often 
do they suggest similar items?  If a product is added to the cart is the product still available for 
purchase later and are you reminded that there is an item left in your cart? 
 
Once a member takes action on one service or product you offer, what is the next similar 
offering they would be interested in? 
 
Here are some steps you can take: 

1. Create a mind map on Mindmeister of products/services that represent the path to 
buying similar offerings. 

2. Integrate the path on your online registration/payment gateway system.  If your system 
does not allow for "suggested items" it may be time to upgrade systems. 

3. Track the results that include additional revenue, conversion rate of suggested 
items, cart abandonmentrate, and decreased amount of time processing purchases. 

Start to mind map your product offerings with revenues with potential up-sells. 
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Jeffrey Gitomer says, "Customers don't like to be sold, but they love to buy." 
 

You can make it easier on your members to buy the products and services they are already 
looking for but it is up to you to take them down the road of least resistance. 

 
Then it get's better.  You can assign metrics to improve the conversion rate on member value 

propositions and decrease the amount of staff time on each one. 
 

Check out this process:

 

http://dougdevitre.com/2013/04/amazoning-the-association-revenue-collection-model/


 

 
 

Your friend, 
 
Doug Devitre 

Assignment #19! 

 

Integrate cross-selling and up-selling into your process and 
verify current systems/operations will support it. 

 

 

 

Results we will measure: 

• How often do you improve upon each of the metrics listed below? 

• What’s your average conversion rate per offer? 

• What’s your average cart abandonment rate per offer? 

• What’s your average up-sell #1  price per offer? 

• What’s your average up-sell #1 take rate per offer? 

• What % were 1 click up-sells from the original offer? 
 

  

 

 

http://dougdevitre.com/2013/04/amazoning-the-association-revenue-collection-model/
http://dougdevitre.com/2013/04/amazoning-the-association-revenue-collection-model/


 

Amazoning the Association Revenue Collection Model 
Associations work so much harder than they have to because they are set up with archaic 
systems and processes. 

 

The systems that necessary to collect revenues are the customer relationship 
manager (database), email/online marketing systems, and payment gateway systems. Where 
they intersect is lies the problem in that each of the systems do not talk well with one another 
and have little customization if any. 

The big reason why Amazon is the largest holder of consumer credit card information is 
because they have made the transaction so simple with the one click method, one click up-sells, 
and offer suggested products that you might consider. Kmart is also making is super easy for 
customers to buy online that you might just ship your pants. 

If associations tool this approach they would find out they wouldn’t have to work so hard in 
trying to get members to attend events, participate in activities, or use the services they work 
tirelessly to promote. 

  

 

http://www.youtube.com/watch?v=I03UmJbK0lA
http://dougdevitre.com/2013/04/amazoning-the-association-revenue-collection-model/


 

Doug Devitre's Strategic Altering (Day 20) 

 

 

 

Take a Break! 
By @DougDevitre 

 

You might be thinking... OMG!  How in the world am I going to get all of this done? 
 
You can't do it all yourself and having the expectation to do that is a setup for failure. 
 
Rest easy today, book a vacation, and go do something fun.   
 
You certainly deserve it, because tomorrow is a new day and we are going to hit it hard 
again. 
 
Your friend, 
 
Doug Devitre 

See Outline! 
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Results we will measure: 

• On a scale of 1 to 5 (with 5 being the most), how much work did you get done 
today? 

The answer should be 1. 
  

 

  

 



 

Doug Devitre's Strategic Altering (Day 21) 

 

 

 

Get to Know Your People! 
By @DougDevitre 

 

Associations don't serve people.  People serve people. 
 
How in the world are you going to serve someone if you don't know them personally, what 
their interests are, and what makes them tick? 
 
The Internet and social media has made it a cakewalk to find out individual interests that 
are unique to them and use that information to build stronger relationships. 
 
You might call this stalking.  I call it "Avatar Intelligence". 
 
If there is a member you want to influence, a political advocate you want to persuade, or 
find the next leader in your organization here are a couple quick tips. 
 
Search 

Use Pipl to search for an individual to find out every website imaginable that is public 
record.  This includes court records, addresses, and links posted by the media. 
 
You will have to narrow down a search for a common name or for high population areas. 
This information can be used during conversation starters, interviews for positions, and 
targeting for member services. 
 

 

http://twitter.com/dougdevitre
http://pipl.com/
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Connect 

The email address is the gateway to the social media platform.  If you have someone's email 
address you can find out what social networks they participate and learn the following 
things: 

• Latest posts to show their personality, behaviors, and communication style. 

• Pictures of the people and things they associate themselves with. 

• Who are their friends, influencers, and co-workers. 

If you use Gmail for email try Rapportive.  If you use Outlook for email try Xobni. 
 
Influence 

Knowing people isn't good enough.  You must be able to persuade them to take action 
through the spoken or written word. 
 
There is no technology that can replace you being you.  However there is you being you 
through technology that will keep you top of mind when attempting to persuade.   
 
Ideas to consider are video text message, sending printed postcards with pictures from the 
mobile phone, and the old fashioned "thank you note" still works. 
 
Your friend, 
 
Doug Devitre 

Assignment #21! 

 

Search for member profiles online to find out who to 
connect with using your communication tools. 

 

 

 

Results we will measure: 

• How quickly are you able to find detailed information about public profiles, connect 
on social networks, etc.? 

• How quickly are you able to engage individuals using your online communication 
tools? 

To hold you accountable for achieving  your goals we will send you a link to a form to fill 
out.  You must use this link from the same internet browser from the same device.  If not, 
then the data will not be save later to accumulate all of your responses. 

  

 

http://rapportive.com/
http://xobni.com/
http://pipl.com/


 

Send us your answers now using the Strategic Altering Executive Assessment. 
  

 

https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 22) 

 
 

 

Improve Membership Morale! 
By @DougDevitre 

 

Members who have a negative experience, encounter a threatening situation, or disagree 
with the association’s initiatives can develop into a cancer that spreads like wildfire.  In 
order to make sure the association is proactive at identifying issues before they become 
reactive in handling them. 
 
In order to be pro-active here are some quick recommendations. 
 
Structure a variety of feedback systems 
Don’t just rely on surveys.  If you get 10% response on surveys it’s likely those are the 10% 
that actively participate and have high morale with the association’s activities.    Categorize 
responses into social, cultural, emotional, physical, and cognitive differences so you can 
look for trends to prioritize which type of intervention to take. 
 
Segment the groups 
A top producing team is going to have different needs than someone just starting in the 
business or a special interest group.  For example a top producing team by looking for lead 
generation strategies while a beginner needs help navigating the online forms and a 
commercial group wants more specialized information. 
The combination of objective and subjective data will give you a more comprehensive look 
as how to serve each group. 
 
 
 

 

http://twitter.com/dougdevitre
http://dougdevitre.com/2013/05/how-to-improve-membership-morale/
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Shared feedback 
There are many ways to report the data and share to demonstrate the action plans in a new 
and exciting way.  Look at whiteboard videos, video action plans, Infographics, and digital 
media presentations to communicate to your membership that you are listening and taking 
action. 
 
Final note 
Look at using a project management system such as www.basecamp.com to keep your 
team members up to speed so that you complete projects on time. 
 
Your friend, 
 
Doug Devitre 

Assignment #22! 

 

Calculate how many of the group norms are prescriptive 
vs proscriptive to determine membership morale. 

 

 

 

Results we will measure: 

• Which option best describes the current morale for each of the group norms? 
 

  

 

 

  

 

http://www.basecamp.com/
http://dougdevitre.com/2013/05/how-to-improve-membership-morale/


 

How to Improve Membership Morale 
In a recent blog post that shared the top priorities for REALTOR association executives in 
Canada, improving membership morale was at the top of the list.  We can speculate specific 
reasons why this was #1 and/or we can give you a process in order to raise it. 

 

Wikipedia defines morale as “the capacity of a group’s members to maintain belief in an 
institution or goal, particularly in the face of opposition or hardship.”  Past negative actions of a 
leader, policies to demonstrate bureaucracy, or poor choices in association decision 
making result in negative consequences that can damage membership morale. 

So how are you going to improve morale? 

Once the membership can trust the leadership to more positive prescriptive norms then you 
are well on your way to demonstrating value, providing value, and commanding more 
influence. 

Use questions that determine whether the member is using a prescriptive or proscriptive norm 
to decide how they will participate in the future using the chart. 

 

http://dougdevitre.com/2013/05/association-executive-priorities/
http://en.wikipedia.org/wiki/Morale


 

 

Don’t send out another communication survey. 

Instead, send out a trust survey 

Use some of the questions to rank whether you are where you think you currently and once 
you take action based on dealing with the top priorities you can show progress six months from 
now. 

 



 

Doug Devitre's Strategic Altering (Day 23) 

 
 

 

Shorten Customer Service Response Time! 
By @DougDevitre 

 

When members have problems they need solved or a question they need answered the 
association can shorten the time the member asks the question to the point at which it is 
solved.  
 
You can break the process down into 3 categories. 
 
Point of Entry 
The POE (point of entry) involves having the right contact information easy to be found 
onmultiple channels so the member can contact according to their own channel 
preference.  It is important for the receptionist on duty to be trained in how to use the 
phone, email, online chat, and social media profiles so that the problem can be solved, or 
forwarded to the right person using a social directory (includes multiple contact points for 
each staff member). 
 
Language 
The language used to solve the problem may be mostly likely a FAQ (frequently asked 
question) or unique to a member’s own specific needs.  FAQs can be answered by having 
prepared templates, scripts, or video tutorials so the member can solve the problem on 
their own.  Also, it might be help to have a sitemap handy to find the appropriate web link 
that can be forwarded to the member using the appropriate delivery system. 
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Delivery 
How the member contacts the staff may not be the same way the problem gets solved.  For 
example someone may call in on the phone and have their issue solved by email.  Another 
may send a Tweet to the receptionist on duty and phone call is made where the screen is 
needed to be shared using Join.me to solve the problem quickly.  Perhaps a member is 
having trouble on the website and uses the online chat (Olark) to troubleshoot their issue. 
 
Your friend, 
 
Doug Devitre 

Assignment #23! 

 

Create a process to handle member inquires from the 
point of entry to delivery the right message using the 
right tool depending on user preferences. 

 

 

 

Results we will measure: 

• On a scale of 1 - 5 how would you rate how quickly you are able to resolve member 
inquiries according to multiple point of entries? 

To hold you accountable for achieving  your goals we will send you a link to a form to fill 
out.  You must use this link from the same internet browser from the same device.  If not, 
then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

  

 

http://join.me/
http://olark.com/
http://dougdevitre.evsuite.com/shorten-customer-service-response-time/
https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 24) 

 
 

 

Decrease Labor Costs! 
By @DougDevitre 

 

Some things can be de done in-house using the skill sets of staff.  Others can be outsourced 
to a talented workforce online who are extremely affordable. 
The two things you can't outsource are strategic and critical thinking. 

In-house activities (Cost varies according to salary) 

Strategic and critical thinking 

Coordinating activities 
 
Content ideas and approval 

Project management 
 
Fiverr (Cost ranges $5 - $55) 

SEO analysis 

Graphic design 

Video creation 

Simple tasks 

 

 

http://twitter.com/dougdevitre
http://fiverr.com/
http://fiverr.com/
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Odesk (Cost ranges $50 - $10,000) 
 
Copywriting 

Website work 

Infographics 

Video editing 

Small to large projects 

 Take a look at the the operational tasks that you need completed and ask yourself two 
questions: 

• Can someone else demonstrate better results? 

• Can someone else do the same job cheaper? 

Your friend, 
 
Doug Devitre 

Assignment #24! 

 

Browse Fiverr and Odesk to search for virtual 
assistants to help you accomplish regular tasks. 

 

 

 

Results we will measure: 

• How much staff time did you save by finding someone else to complete the same 
task? 

• How much money did you save by finding someone else to complete the same task? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

http://odesk.com/
http://fiverr.com/
https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 25) 

 
 

 

Reputation Management! 
By @DougDevitre 

 

People are searching for your name, your association, your directors, and your issues right 
now online. 
 
Does your association perspective show up or is it non-existent, buried at the bottom of 
Google, or rank high at the top for everyone to see. 
 
The challenge now is anyone can create a website about you, your employees, your 
association, your directors, and your issues.  The question is, "Do we just hope someone 
sends us the link?" 
 (being passive), or "Find the link before anyone else" (being proactive). 
 
If the association doesn't confront the issue at the start expect many more postings to 
negatively impact the position of the association. 
 
Ways to effectively listen online: 
 
#1  Google Alerts 
I’m willing to guess you have better things to do than Google yourself every day.  Anyone 
who does that has some serious insecurity issues.  Wouldn’t it be more productive to have 
the search results be sent to you every day instead? 
 
Receive Google Alert updates either by email or RSS reader depending on your 
preference.  Emails from Google Alerts can be filtered and organized into a separate 

 

http://twitter.com/dougdevitre
http://google.com/alerts
http://www.google.com/reader
http://www.google.com/alerts
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folder.  RSS alerts are organized into a RSS reader.  This can be accessed from a mobile 
device 
 
When creating Google Alerts be sure to insert parentheses around multiple search 
words for more accurate results.  
 
For example: 
 

• “Your Association of REALTORS” 

• “Doug Devitre” 

• “Property taxes” Chicago Illinois 

• “Shopping center” Boise Idaho 

Example Google Alerts for your organization: 

• Name of organization 

• Names of executives 

• Key staff members 

• Name of city, state, and “real estate” 

• Hot topics 

Start with ten and occasionally adjust the search phrases for more accurate results. 
 
#2 Socialmention 
This is the reverse Google Search and Alerts on steroids.  This site will segment your search 
results by blog, comments, images, bookmarks, events, and more. 
Use the same alerts you created for Google Alerts.  The image search can be useful to see 
who is using trademark logos. The comments search shows the dialogue on blogs and also 
the subjective feelings of topics in addition to relying on a blog author’s opinion. 
 
#3 Twazzup 
Search for key words or hashtags for online discussions to see who has the most influence, 
most active and latest tweets to see whom you might want to engage on Twitter. 
Focus on building positive relationships with influencers that use key words related to your 
expertise and objectives.  If influencers tweet messages in line with your goals, there is a 
strong likelihood of others taking action on what influencers have to say. 
 
 

 

 

http://socialmention.com/
http://socialmention.com/search?t=comments&q=%22mortgage+interest+deduction%22&btnG=Search
http://twazzup.com/
http://twitter.pbworks.com/w/page/1779812/Hashtags


 
Example Twitter searches: 

• Chicago 

• “Little Rock” 

• “Mortgage Interest Deduction” 

• “Moving to Dallas” 

Example Twitter hashtags searches: 

• #NARannual 

• #ASAE 

• #realestate 

• #CRE 

#4 Twilert 

If someone tweets a positive or negative message about your organization do you want to 
know about it? 
 
Respond to crucial conversations to let others know your group is listening and ready to 
offer support. 
 
Twilert is the Google Alerts of Twitter. This site will send you email or RSS notification of 
search results instead of performing a Twitter search every day.   
 
Your friend, 
 
Doug Devitre 

Assignment #25! 

 

Create online listening hubs using the recommended 
tools. 

 

 

 

 

 

 

 
  

 

http://twitter.pbworks.com/w/page/1779812/Hashtags
http://twilert.com/
http://google.com/alerts


 

Results we will measure: 

• How quickly are you able to receive notifications about keyword searches you want 
to know about? 

• What would it cost your association image if an unfavorable image was portrayed 
about one of its members, staff, or issues? 

To hold you accountable for achieving  your goals we will send you a link to a form to fill 
out.  You must use this link from the same internet browser from the same device.  If not, 
then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
  

 

https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 26) 

 
 

 

Process for Choosing Apps! 
By @DougDevitre 

 

Everyone is an expert using their own apps.  The problem with quickly downloading every 
app recommended by someone else is that now have a solution looking for a problem 
rather than a problem looking for a solution. 

Use this process to find out how to go about selecting an app before you start downloading 
something you cannot use. 

Determine need 
A solution looking for a problem is like an apple looking for a mouth.  If there are a ton of 
apples but no mouths to consume then it becomes extra inventory and in some cases a 
waste.  Start by determining what is you are actually trying to accomplish first.  Make a list 
of the things you wish could be done faster and easier before you start asking around 
for what the best apps are for your business. 

Choose operating system 
What type of computer do you have?  Is it an Apple or a Mac (my favorite question)?  If you 
are all Apple stay all Apple.  If you are all PC then stay with PC solutions.  Most apps 
workcross platform but attempting to learn how each program works differently on 
different platforms is more work than necessary 

Choose device 
Which is better?  iPhone or Android?  I'm an Apple guy but others rave about Android.  It 
simply doesn't matter.  If you buy a Android Tablet then buy an Android phone.  If you buy 
an iPhone buy an iPad.  When you mix the different devices you then have more cords to 
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carry, increase time to learn the devices, and more headaches. 

Create process 
When you need to finish a task do you know exactly step by step what to do from log in to 
completion?  Take a few minutes to examine step by step each keystroke, how you navigate 
the buttons, and the order will save you a ton of time trying to figure it out.  Ask a teenager 
to help you create your process if you are too shy to press the buttons. 

Implement 
After repetitive implementation of the process navigating an app is very much like driving 
acar.  You remember step by step and don't think about it anymore.  Making mistakes is the 
only way you learn and consistently remind yourself it is part of the process. 

Your friend, 
 
Doug Devitre 

Assigment #26! 

 

Watch this webinar on how using some of the top apps 
and the process for implementation. 

 

 

 

Results we will measure: 

• How much time does it take you from identifying a solution to implementing a new 
app? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

Make sure you have your devices in hand, for he will guide you step-by-step through each of 
the five most useful applications including:Evernote, Hoot Suite, DropBox, Google Apps and 
Skitch. 

This webinar will consider use of all types of mobile devices: iPad, iPhone, Blackberry, Andriod 
and more! It is FREE for Members, so be sure to take advantage of this incredible opportunity 

 

 

 

 

http://dougdevitre.evsuite.com/top-5-apps/
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Evernote Assignments: 

1. Create account, download apps, & synchronize devices  

2. Create notebooks as file folders to organize files 

3. Insert multimedia into a note including pictures, audio, and links 

4. Format notes using visual editor 

5. Share notes using recipients' preferred method of communication 

http://evernote.com/community/guides/Evernote_RealEstate_Tips.pdf 

Hootsuite Assignments: 
 

1. Create account and download apps 

2. Add social networks including Twitter, Facebook, Linkedin & Foursquare  

3. Create tabs to organize online communities 

4. Create streams to monitor discussions 

5. Communicate using shortcuts 

http://blog.hootsuite.com/social-media-tips-real-estate/ 

Dropbox assignments: 

1. Create account, download apps, & synchronize devices  

2. Create rules for folders, organizing files and how you will use the tool 

3. Upload files to Dropbox  

4. Share documents using recipients' preferred method of communication 

5. Send files to other apps 

Google Apps Assignments 

1. Download Google apps.  See list below 

2. Watch video  http://www.youtube.com/watch?v=kJT3pagjd8s&autoplay=1 and 
channel http://www.youtube.com/user/GoogleApps 

3. Take screen shot of directions using Google maps 

4. Create collaborative documents with Google Drive documents 

5. Create a Google Voice number for lead generation, testimonials, etc to transcribe to 
email 

 

http://evernote.com/community/guides/Evernote_RealEstate_Tips.pdf
http://blog.hootsuite.com/social-media-tips-real-estate/
http://www.youtube.com/watch?v=kJT3pagjd8s&autoplay=1
http://www.youtube.com/user/GoogleApps


 
http://m.techrepublic.com/blog/google-in-the-enterprise/no-more-excuses-9-reasons-why-
smart-businesses-upgrade-to-google-apps-for-business/141 

Skitch assignments:  

1. Download apps and synchronize with Evernote http://evernote.com/skitch/ 

2. Take pictures with camera or screen shots with different devices 

3. Add text to pictures to emphasize key points 

4. Add arrows to highlight or emphasize key points on a picture 

5. Send pictures to Evernote, by email, or social media 

http://blog.evernote.com/blog/2012/10/25/skitch-for-windows-desktop-and-skitch-for-
windows-8-are-here/ 

 

http://m.techrepublic.com/blog/google-in-the-enterprise/no-more-excuses-9-reasons-why-smart-businesses-upgrade-to-google-apps-for-business/141
http://m.techrepublic.com/blog/google-in-the-enterprise/no-more-excuses-9-reasons-why-smart-businesses-upgrade-to-google-apps-for-business/141
http://evernote.com/skitch/
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Doug Devitre's Strategic Altering (Day 27) 

 
 

 

Simplifying Your Strategy! 
By @DougDevitre 

 

According to Jack Welch, "In real life, strategy is actually very straightforward. You pick a 
general direction and implement like hell." 
 
Choosing the driving force is the single most important action item before implementation 
begins.  Once the leadership is aligned with the driving force then the action plans can be 
created. 
 
Read this note about the Member Centric Value Chain which creates alignment around 
what the members want instead of assuming what the association offers will be useful. 
 
Once you choose your specific objectives then you can choose the right tactics using this 
model. 
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Your friend, 
 
Doug Devitre 

Assignment #27 

 

Create a mind map listing the objectives, tactics for each 
objective, value, risk using Mindmeister. 

 

 

 

 Results we will measure: 

• Is your strategy simple enough so leadership can explain it to one another? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

  

 

http://dougdevitre.com/2013/06/member-centric-value-chain/
http://mindmeister.com/
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Member Centric Value Chain 

 

Most associations are organized into a hierarchical structure of committees and 
departments.  The problem is this concept is governance focused, rather than be member 
focused. 

If an association were thinking strategically about how to improve the professional 
development then consider the member centric value chain.  This is opposed to what a specific 
department does exclusively by itself. 

If the driving force of the association is members served as opposed to services offered then a 
strategic realignment is necessary to innovate to create dramatic results.  Fixing only one 
category by itself would only lead to minimal gains. 

 



 

Doug Devitre's Strategic Altering (Day 28) 

 
 

 

Developing Key Partners! 
By @DougDevitre 

 

A partnership is a mutually beneficial relationship. 
 
Ask yourself these questions when considering a partnership: 

1. Who has the biggest database, attention, and marketshare of our customers? 

2. What resources do we have that a key partner would find value? 

3. What language will we use to persuade key partners to position our "what's in it for 
them" to define our value propositions? 

4. Which is the most effective channels to communicate with key partners? 

5. How can we plug ourselves into our key partner's channels? 

Your friend, 
 
Doug Devitre 

Assigment #28! 

 

Create a database of your target key partners. 
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 Results we will measure: 

• How many customers does your average key partner have? 

• What is the average reach of each of your key partners? 

To hold you accountable for achieving  your goals we will send you a link to a form to 
fill out.  You must use this link from the same internet browser from the same device.  If 
not, then the data will not be save later to accumulate all of your responses. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 

  

 

 

https://www.surveymonkey.com/s/strategicaltering


 

Doug Devitre's Strategic Altering (Day 29) 

 
 

 Where to Find the Answers? 
By @DougDevitre 

 
Are you wondering where in the world did I come up with all of these 
ideas, processes, and solutions? 
 
There are many books and resources that will help you with Strategy and 
Implementation.   
 
Here are just a few. 

Leadership and Decision-Making by Victor Vroom and Phillip Yetton 
 
Making It Work: Turning Strategy into Action Throughout Your Organization by Alan 
Weiss 
 
Competitive Strategy: Techniques for Analyzing Industries and 
Competitors by Michael Porter 
 
Top Management Strategy by Ben Tregoe 
 
Process Innovation: Reengineering Work Through Information Technology by 
Thomas Davenport 
 
How to Measure Anything: Finding the Value of Intangibles in 
Business by Douglas Hubbard 

 

http://twitter.com/dougdevitre
http://www.amazon.com/gp/product/0822952653/ref=as_li_ss_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=0822952653&linkCode=as2&tag=wwwretechtrai-20
http://www.amazon.com/gp/product/0887304125/ref=as_li_ss_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=0887304125&linkCode=as2&tag=wwwretechtrai-20
http://www.amazon.com/gp/product/0684841487/ref=as_li_ss_tl?ie=UTF8&camp=1789&creative=390957&creativeASIN=0684841487&linkCode=as2&tag=wwwretechtrai-20
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If you need any more here is a stack from my library. 

 
 

 

Assignment #29! 

 

Read some strategy books. 

 

 

 

 

 

http://amazon.com/
http://dougdevitre.com/


 

Doug Devitre's Strategic Altering (Day 30) 

 
 

 

Measuring Results! 
By @DougDevitre 

 

You are almost done! 

If you are in the beginning of creating your strategy I would recommend taking the 
assessment.  If you are approaching a year after creating your strategy take the 
assessment.  By doing this we can measure the effectiveness of the emails we have been 
sending you if and only if you took the time to implement. 
 
Send us your answers now using the Strategic Altering Executive Assessment. 
 
Your friend, 
 
Doug Devitre 

See Outline! 
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Strategic Altering Executive Assessment and Scorecard 

In 30 days you will have extreme results. Take action now! 

Answer questions from modules 1 - 31 after you complete each assignment. 
Upon completion of all responses you will receive a final report that measured 
your progress and results. 

*1. How much time did you save by switching to higher priorities? 

 None 

 1 day/year 

 2- 7 days/year 

 2 weeks/year 

 A month or more 

 
*2. How much money did you save by stopping a project that wasn't a high priority? 

 Less than $1,000 

 $1,001 - $5,000 

 $5,001 - $10,000 

 $10,000 + 

 
*3. How many total staff hours were you able to save by choosing an objective you can 
measure and creating tactics that will help you get there? 

 0 hours 

 2 hours/week 

 1 day/year 

 1 month/year 

 More than 1 year 

 
  

 



 
*4. How much extra revenue were you able to receive as a result of being more specific with 
your objectives? 

 Less than $1,000 

 $1,000 - $10,000 

 $10,001 - $20,000 

 $21,000 - $50,000 

 $50,000 + 

 
*5. How much time have you saved by doing market feasibility studies for new strategic 
initiatives compared to the past? 

 0 hours 

 2 hours/week 

 1 day/year 

 1 month/year 

 More than 1 year 

 
*6. How much more profit can you anticipate by inserting realistic inputs? 

 Less than $1,000 

 $1,000 - $10,000 

 $10,001 - $20,000 

 $21,000 - $50,000 

 $50,000 + 

 
*7. How much are membership dues? 

 Less than $100/year 

 $100 - $500/year 

 $501 - 1000/year 

 $1,000/year or more 

 

 



 
*8. What is the total true value of all member services, discounts, and other offerings? 

 Less than $1,000 

 $1,000 - $10,000 

 $10,001 - $20,000 

 $21,000 - $50,000 

 $50,000 + 

  
*9. What is the total perceived ROI per member? In other words, if we total up the value of 
all propositions and divided them up between total cost of membership what is the total % 
return on investment for their membership dues? 

 None 

 0 - 100% 

 101 - 501% 

 1,001% - 10,000% 

 10,001 % or more 

 
*10. On a scale of 1 - 5 with 5 being the highest how much do you trust the value you provide 
to help members achieve their goals? 

 1. We can't prove the the value so others cant trust it. 

 2. We can't prove the value but others believe it. 

 3. We can prove the value but no one believes it. 

 4. We can prove the value and others believe it. 

 5.We can prove the value, others believe it, and others rave about it. 

 
*11. How much online traffic you direct towards your value propositions? 

 less than 1,000 unique visitors/month 

 1,001 - 5000 unique visitors/month 

 5,001 - 10,000 unique visitors/month 

 10,000 + unique visitors/month 

 
 



 
*12. What is your percent average conversion rate of of how many members took action on 
your value propositions? 

 1. We don't measure analytics. 

 2. We know how to measure analytics but we don't have them. 

 3. We have analytics but we don't know how to use them. 

 4. We have analytics and we know how to use them. 

 5. We have analytics and we know how to use them exceptionally well. 

 
*13. Which channels do we use for online engagement to our membership and how effective 
are we at using them? 

Email  

 1. We don't use it  

 2. We have accounts but don't use. 

 3. We don't have accounts but know how to use. 

 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

Website 

 1. We don't use it  

 2. We have accounts but don't use. 

 3. We don't have accounts but know how to use. 

 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

YouTube 

 1. We don't use it  

 2. We have accounts but don't use. 

 3. We don't have accounts but know how to use. 

 



 
 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

Blog 

 1. We don't use it  

 2. We have accounts but don't use. 

 3. We don't have accounts but know how to use. 

 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

Facebook 

 1. We don't use it  

 2. We have accounts but don't use. 

 3. We don't have accounts but know how to use. 

 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

Twitter  

 1. We don't use it  

 2. We have accounts but don't use. 

 3. We don't have accounts but know how to use. 

 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

Linkedin 

 1. We don't use it  

 2. We have accounts but don't use. 

 



 
 3. We don't have accounts but know how to use. 

 4. We have accounts and know how to use. 

 5. We have accounts and are exceptionally well using it. 

 Other (please specify)          

 
*14. How much impact does altering the language used in the communication of value 
propositions? 

 1. We didn't create new language for our value propositions. 

 2. We created new language but never used it in our campaigns. 

 3. We created new language but never tested it in our campaigns. 

 4. We tested the new language but didn't see improvement in campaigns. 

 5. We saw dramatic improvements by testing new language in campaigns. 

 
*15. How many minutes per day did you save by prioritizing strategic thinking? 

 10 - 10 minutes 

 11 - 20 minutes 

 21 - 30 minutes 

 31 - 60 minutes 

 More than an hour 

 
  

 



 
*16. How many minutes did you save per day on delegating tasks? 

 10 - 10 minutes 

 11 - 20 minutes 

 21 - 30 minutes 

 31 - 60 minutes 

 More than an hour 

 
*17. How much is your hourly wage if paid by hour? 

 Less than $20/hour 

 $21 - $50/hour 

 $51 - $100/hour 

 $101/hour or more 

 
*18. Which option produced the greatest impact on membership renewals for your 
association? 

 Corrective 

 Adaptive 

 Preventive 

 Contingent 

 
*19. How many members were you able to retain after the renewal date deadline? 

 

*20. Which best describes your leadership participation in activities? 

 Activity driven 

 More redos 

 Recycled leaders 

 A thriving organization 

 
 

 



 
*21. How much revenue/member savings is each list bringing in on average? 

 Member  

 Less than $100,000 

 $100,000 - $1 million 

 $1 million - $2 million 

 $2 million - $5 million 

 $5 million+ 

Specialty 

 Less than $100,000 

 $100,000 - $1 million 

 $1 million - $2 million 

 $2 million - $5 million 

 $5 million+ 

Consumer 

 Less than $100,000 

 $100,000 - $1 million 

 $1 million - $2 million 

 $2 million - $5 million 

 $5 million+ 

Supplier 

 Less than $100,000 

 $100,000 - $1 million 

 $1 million - $2 million 

 $2 million - $5 million 

 $5 million+ 

Affiliate 

 Less than $100,000 

 



 
 $100,000 - $1 million 

 $1 million - $2 million 

 $2 million - $5 million 

 $5 million+ 

*22. What % of market share does each list take action on average? 
 

Member 

 0 - 25% 

 26 - 50% 

 51 - 75 % 

 76 - 100% 

 

Specialty 

 0 - 25% 

 26 - 50% 

 51 - 75 % 

 76 - 100% 

 

Consumer 

 0 - 25% 

 26 - 50% 

 51 - 75 % 

 76 - 100% 

 

Supplier 

 0 - 25% 

 26 - 50% 

 51 - 75 % 

 76 - 100% 

 

Affiliate 

 0 - 25% 

 26 - 50% 

 51 - 75 % 

 76 - 100% 

*23. How much time did you save staff by creating an easy to understand process map for 
your association? 

 0 hours 

 2 hours/week 

 1 day/year 

 1 month/year 

 More than 1 year 

 
*24. How much more money did you make/save as a result of having a process map? 

 Less than $1,000 

 $1,000 - $10,000 

 $10,001 - $20,000 

 $21,000 - $50,000 

 $50,000 + 

 
 

 

 



 

*25. How often do your priorities change? 

 Every hour 

 Once per day 

 Once per week 

 Once per month 

 Once per year 

 More than once a year 

 
*26. How quickly are you able to shift gears and solve problems? 
 
Shift gears  

 Every hour 

 Once per day 

 Once per week 

 Once per month 

 Once per year 

 More than once a year 

 

Solve problems 

 Every hour 

 Once per day 

 Once per week 

 Once per month 

 Once per year 

 More than once a year 

   

 



 

*27. How accurate is your forecasting for the following? 

        Rolling     Project       Revenue         Operational  EBIDTA 

  budgets   feasibility             expenses    

On target 

10% over 

20% over 

Over 20% 

Under 10% 

Under 20% 

Over 20% 

 

  

  

  

  

  

  

  

 

  

  

  

  

  

  

  

 

  

  

  

  

  

  

 

 

  

  

  

  

  

  

  

 

  

  

  

  

  

  

 

*28. How quickly are you able to pay approved expense reports? 

 10 - 10 minutes 

 11 - 20 minutes 

 21 - 30 minutes 

 31 - 60 minutes 

 More than an hour 

 
*29. Which among design, interaction, content creation, or collaboration is the highest 
priority for you? 

         Design           Engagement     Content creation    Collaboration 
#1 priority 

#2 priority 

#3 priority 

#4 priority 

#5 priority 

 

  

  

  

  

  

 

  

  

  

  

  

 

  

  

  

  

  

 

  

  

  

  

  

  

 



 

*30. How much does the current image reflect what you want to be known for in the market 
place? 

 1 - We image does not reflect the brand. 

 2 - The image somewhat reflects the brand. 

 3 - The image reflects the brand. 

 4 - The image does reflects the brand well. 

 5 - The image is positively and consistently reinforced by its customers and industry. 

 
*31. What is your priority on improving the usability of your website? 

    Computer    Mobile 

Priority #1    

Priority #2    

Priority #3    

Priority #4    

Priority #5    

 

  

 



 

*32. What % and how much revenue vs. calls to action can be traced back to improving the 
website usability in each category? 

     Calls to Action   Calls to Action 

    Responded   Responded   Revenue Revenue 

Browser compatibility        

Load speed        

Dynamic menus        

No broken links        

Visually impaired        

User testing        

Experiential testing        

Experiential testing        

Device compatibility        

Device compatibility        

Optimized buttons for mobile        

Optimized buttons for mobile        

Optimized images for mobile        

Optimized images for mobile        

Text friendly for mobile        

Text friendly for mobile        

Image friendly for mobile        

Image friendly for mobile        

Local map link for mobile        

Local map link for mobile        

Mobile site redirect for mobile        

Mobile site redirect for mobile        

 



 

 

*33. How effective are you at driving traffic to your calls to action using the following 
channels? 

Word of mouth    

 1 - We don't do this.  

 2 - We have do this but don't measure. 

 3 - We measure results but don't improve. 

 4- We measure results and seldom improve. 

 5 - We measure results and always improve. 

Email  

 1 - We don't do this.  

 2 - We have do this but don't measure. 

 3 - We measure results but don't improve. 

 4- We measure results and seldom improve. 

 5 - We measure results and always improve. 

SEO/PPC 

 1 - We don't do this.  

 2 - We have do this but don't measure. 

 3 - We measure results but don't improve. 

 4- We measure results and seldom improve. 

 5 - We measure results and always improve. 

Social media 

 1 - We don't do this.  

 2 - We have do this but don't measure. 

 3 - We measure results but don't improve. 

 4- We measure results and seldom improve. 

 5 - We measure results and always improve. 
 



 

YouTube 

 1 - We don't do this.  

 2 - We have do this but don't measure. 

 3 - We measure results but don't improve. 

 4- We measure results and seldom improve. 

 5 - We measure results and always improve. 

Print/direct mail 

 1 - We don't do this.  

 2 - We have do this but don't measure. 

 3 - We measure results but don't improve. 

 4- We measure results and seldom improve. 

 5 - We measure results and always improve. 

 
*34. How often to you test your calls to action using the following tactics? 

Analytics  

 1 - We don't do this. 

 2 - Every once in a while 

 3 - Every time 

 4 - Every time but we don't improve 

 5 - Every time and we always improve. 

Copywriting 

 1 - We don't do this. 

 2 - Every once in a while 

 3 - Every time 

 4 - Every time but we don't improve 

 5 - Every time and we always improve. 

  
 



 

Design  

 1 - We don't do this. 

 2 - Every once in a while 

 3 - Every time 

 4 - Every time but we don't improve 

 5 - Every time and we always improve. 

Up-sell/cross-sell 

 1 - We don't do this. 

 2 - Every once in a while 

 3 - Every time 

 4 - Every time but we don't improve 

 5 - Every time and we always improve. 

A/B testing 

 1 - We don't do this. 

 2 - Every once in a while 

 3 - Every time 

 4 - Every time but we don't improve 

 5 - Every time and we always improve. 

 
*35. How much money do is your association losing by not offering a suggested item after a 
purchase? 

 Less than $1,000 

 $1,000 - $10,000 

 $10,001 - $20,000 

 $21,000 - $50,000 

 $50,000 + 

 

 



 

*36. How much time could you save staff by cross/up-selling your services? 

 0 hours 

 2 hours/week 

 1 day/year 

 1 month/year 

 More than 1 year 

 
*37. How much easier would it be for members to take action on suggested items? 

 Members would spend less time on the phone with staff. 

 Members would spend less time using the website. 

 Staff would save time processing transactions. 

 Staff would always remember up-sells/cross sells 

 Other (please specify)  

 
*38. How often do you improve upon each of the metrics listed below? 

Offer conversion rate 

 I don't know  

 Never  

 Sometimes 

 Often  

 Every time 

Cart abandonment rate 

 I don't know  

 Never  

 Sometimes 

 Often  

 Every time 

 



 

Upsell #1 price  

 I don't know  

 Never  

 Sometimes 

 Often  

 Every time 

Upsell #1 take rate  

 I don't know  

 Never  

 Sometimes 

 Often  

 Every time 

1 click upsells 

 I don't know  

 Never  

 Sometimes 

 Often  

 Every time 

 

  

 



 

*39. How quickly are you able to find detailed information about public profiles, connect on 
social networks, etc.? 

Google    

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 

 more than 5 minutes 

 I can't 

 Other (please specify)  

Facebook 

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 

 more than 5 minutes 

 I can't 

 Other (please specify)  

Twitter 

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 

 more than 5 minutes 

 I can't 

 Other (please specify)  

Linkedin 

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 
 



 

 more than 5 minutes 

 I can't 

 Other (please specify)  

 
*40. How quickly are you able to engage individuals using your online communication tools? 

Email 

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 

 more than 5 minutes 

 I can't 

Hootsuite (social media) 

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 

 more than 5 minutes 

 I can't 

Text message  

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 

 more than 5 minutes 

 I can't 

Join.me 

 Less than 1 minute  

 1 - 2 minutes 

 3 - 5 minutes 
 



 

 more than 5 minutes 

 I can't 

 
*41. Which option best describes the current morale for each of the group norms? 

   Prescriptive    Proscriptive 

Emotional    

Cognitive    

Physical    

Social    

Cultural    

X Factor    

 

*42. On a scale of 1 - 5 how would you rate how quickly you are able to resolve member 
inquiries according to multiple point of entries? 

 Phone 

 Don't use 

 Super slow 

 Slow 

 Quick 

 Fast 

 Super fast 

Email  

 Don't use 

 Super slow 

 Slow 

 Quick 

 



 

 Fast 

 Super fast 

Web chat 

 Don't use 

 Super slow 

 Slow 

 Quick 

 Fast 

 Super fast 

Social media  

 Don't use 

 Super slow 

 Slow 

 Quick 

 Fast 

 Super fast 

Text 

 Don't use 

 Super slow 

 Slow 

 Quick 

 Fast 

 Super fast 

 
 

 

  
 



 

*43. How much staff time did you save by finding someone else to complete the same task? 

 0 hours 

 2 hours/week 

 1 day/year 

 1 month/year 

 More than 1 year 

 
*44. How much money did you save by finding someone else to complete the same task? 

 Less than $1,000 

 $1,001 - $5,000 

 $5,001 - $10,000 

 $10,000 + 

 
*45. How quickly are you able to receive notifications about keyword searches you want to 
know about? 

 We are not set up for this. 

 As they happen 

 Once a day 

 Once a week 

 
*46. What would it cost your association image if an unfavorable image was portrayed about 
one of its members, staff, or issues? 

 Less than $1,000 

 $1,001 - $5,000 

 $5,001 - $10,000 

 $10,000 + 

 
  

 



 

*47. How much time does it take you from identifying a solution to implementing a new app? 

 Less than 20 minutes 

 21 - 60 minutes 

 1 hour - 1 day 

 More than 1 day 

  

 



 

About the Author 
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