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Introduction

Creating your downsizing plan involves an overall organizational assessment, tending to your revenues, expenses and reserves to determine where you are from a personnel, resource product and services perspective.  This allows the association to develop a sequential plan to match these resources with your strategic and operational plan over time, phased in as needed during the downturn.
The Need for Careful Analysis and Research

It is a most critical time period now with 2009 budgets kicking in and plans for the 2nd half of the year are due for revision soon. In working with several association staff and boards in their downsizing / rightsizing efforts, each has been and projects a revenue short fall in the aggregate, in approximately the 12%-25% range, with different parts of the revenue pie suffering unequally based on mission and product. Given anecdotal data from other associations and the association management consulting community, these numbers may be at best somewhat conservative, so it would be most fitting for all associations to take a methodological approach and give itself a barium x-ray to illuminate issues it needs to address in its downsizing plan. 

The ability to identify each revenue and expense segment and correlate and link it to the value equation is most important to cut where it does not harm the member’s perception of core value elements and identify a new pricing strategy that clearly benefits the member in the eyes of the member.

Key Steps to Consider in a Down Sizing Assessment and Plan

 Here are the basic steps you must take in these three critical areas to ensure you are covering all the bases in this regard:
Organizational Research and Assessment

· Conduct research in the form of a quantitative value assessment survey asking members to identify the most important services the association can perform for them during these recessionary times. 
· In conjunction with this, perform an organizational assessment to identify areas where you can cut, yet still maintain basic and essential services. The assessment reviews each operational and product area of the association and should point out the formula you need to maintain steady operations for the period you estimate you will need assistance. The survey will assist in verifying this information for you. 
· Get some outside help to do this as you are subjective and will have too many blind spots. An objective source can help you through this critical evaluation and planning. Ensure you plan in phases such that you don’t guestimate how long the downturn is, but what you need to do over time during the downturn, regardless of length. 
Revenues

· Review your revenue base and determine where you can provide members needed financial relief as a priority, if necessary through a reduction in dues and fees in appropriate areas.
·  In the type of financial environment we are in now, downsizing also involves assisting members get through the tough times as well. Come up with new strategies to reduce dues with schedules and payback cycles and reduce fees on products essential for member’s livelihood. 
· For example, if your current annual meeting fee is $895, consider providing a 30% discount to entice members to come, spend money on other convention goods, and put bodies in the exhibit hall so exhibitors don’t get cold feet as well.
·  Do the same for your advertising and directory fees to encourage spending and keep service providers active with you. Current price points or price points in general don’t mean anything in this economy. Take a tip from our corporate brethren and focus on keeping the customer and taking some hits on your active and passive inventory. Don’t be too stubborn or too proud and have your attendance rot, your halls empty, and your member retention and recruitment efforts tank.  What you think your products and services are worth needs a downward readjustment and unbelievable customer service and assistance to members in crisis needs elevation during times like these.
Expenses
· Review your expense budget to see where you can cut without diminishing capacity or completely demoralizing your troops.
·  Freezing salaries is the last thing you may what to think about, not the first. They may not say it, but employees will remember how you acted when tough times came, and in better times may look for another employer.  This is not to say that at times you freeze salaries, bonuses and COLAs, but ensure they are the last dominos to fall. Instead, think about asking staff to take a few days or weeks off instead of reducing the size of the staff.  They will all remember that you were looking out for everybody on the team and rest assured they will know if you are using this downturn to fire staff, only to reorganize the job for a new employee later. 
·  Try to reduce expenses across the board and challenge staff senior leaders to find ways to make it happen, as opposed to cutting just one part of the association. You will be surprised at the ingenuity and entrepreneurial spirit your staff will demonstrate given this mission. Give the departments power to set their own course within guidelines, and ensure you brainstorm your draft plans with everybody to be inclusive and catch every possible idea.
Reserves

· Your reserve should be an integral part of your downsizing plan. You have been putting money in there for years as a “reserve” for situations just like this. Use it.
·  Project how long you think the downturn will last, estimate what you will need for that time to maintain full operations after you have made your cuts, and apportion out reserve dollars to cover the shortfall. It is important to remember that you need your capacity more in a downturn than when money is floating in the door during the good times. This is the hardest, but most important lesson for execs to learn. You will always have an opportunity later to build up your reserve after the storm is over, but you need to use your reserve to weather what’s happening now.
Conclusion
Ensuring that you tend to the above critical factors as you develop your downsizing plan will give you the perspective you need to phase your plan appropriately to make maximum use of your resources. And more importantly, maintain sufficient capacity to enhance and communicate your quantified value equation, which you should have developed with your last quantitative member value survey. If you have not done this in a while, this is a good place to start to give you the data you need to know when and what to cut. 
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