
?'N~kG-m4 

STRENGTHENING 
ASSOCIATIONS 
Facilitator Guidelines for 
Conducting Workshops 

September 1999 
Wilma Gormley, Organizatiollill 

Development Consultant and Fatma 

Khattab, Agribusiness Policy Advisor, 

Reform Design and Implementation 

Vnit,APRP 

Associations-Key Partners in Economic Reform 
While the government liberalizes agricultural policies and procedures, and supervises 

the implementation of the privatization process, its program can not be successful with­

out an enthusiastic private sector ready to take an active part in that process. In Egypt, 

a strong and growing private sector is leading the way in job creation, new investments 

and exports. 
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Businesses have also started to organize into associ­

ations to promote the common interests of their 

members. Strong associations provide members 

with a powerful and coherent voice in policy for­

mulation and implementation, networking, market 

development. industry leadership, and opportunities 

for sharing business and industry news. These 

emerging associations are becoming key partners 

with the yovernment of Egypt in developing and 

implementing economic reform. 

Over the last three years, RDI has helped associa­

tions develop their strategic and business plans; 

determine their priority policy agenda; fine-tune 

their advocacy efforts; develop policy positions to be 

presented to the government; and increase their 

membership base through public awareness activi­

ties. 

'Newly Formed Associations 
Can Face Serious Challenges 
Since many of these private associations in Egypt are 

newly formed, they can face serious challenges in 

their first few years of operation. 

In July 1999, RDI conducted a number of focus 

groups and interviews with key individuals who are 

knowledgeable about associations to identify the 

common organizational issues faced by newly estab­

lished groups in Egypt. Meetings were held with 

the Egyptian Seed Association. (ESAS); the 

Horticulture Export Improvement Association 

(HEIA); the Egyptian Businessmen's Association 

(EBA); the Egyptian Exporters Association (EEA); 

Cotton Egypt; the Alexandria Businessmen's 

Association (ABA); the Sadat City Agricultural 

Investors Association; the Alexandria Chamber of 

Commerce; and the VSAID Agriculture Led Export 

Businesses (ALEB) Project. 

The following seven common organizational issues 

that newly formed associations must handle suc­

cessfully were identified. 

1. Strengthening yovernance of the Association 

2. Strategic Thinking and Planning 

3. Recruiting and Maintaining a Membership Base 

4. Creating and Implementing a Policy Advocacy 

Program 

5. Building a Strong Financial Base 

6. Building an Effective Communication Program 

7. Vsing Effective Techniques for Building 

Consensus and Resolving Conflicts 

To help associations address these issues and meet 

their start-up challenges systematically, RDI has 

developed a set of user-friendly guidelines for plan­

ning and conducting participatory, results-oriented 

meetings and workshops. This newly published 

manual, Facilitator Ciuidelines for Conducting 

Workshops to Strengthen Newly Formed 

Associations, covers the first five issues which are 

describe below. Modules to cover the last two 

issues, also described below, will be developed soon. 

Associations Based on 
Consensus 
Associations are based on consensus. Reaching con­

sensus must become a basic part of how any associ­

ation operates. If the association is to be successful, 

its organizational culture must be built and sustained 

by the active participation of members and stake­

holders. 
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The workshop modules included in the Guidelines 

are designed to encourage participation, debate, dis­

cussion, and finally agreement on how the associa­

tion will handle all issues that it faces. The facilita­

tor works to help the organization understand the 

issues, the implications of the choices they are mak­

ing, and finally to reach agreement. 

If used in the early stages in the life of the associa­

tion, these modules during which organizational 

work products are created by participation, can help 

the organization learn how to use participation and 

build consensus productively. 

Strengthening Governance of 
the Association 
Associations in a market-driven economy are pri­

vate, voluntal)', non-governmental organizations 

established to further the common interests of their 

members. Members and other stakeholders are 

often unfamiliar with the way this type of organiza­

tion is formed and operated. The aspects of gover­

nance that must be commonly understood and 

agreed upon are the roles and responsibilities of: 

• Association founders 

• Association Board of Directors 

• Chairperson of the Board of Directors 
• Association members 

• Standing committees 
• Paid staff, particularly the Executive Director 

Strategic Thinking and 
Planning 
Associations that think and plan strategically are 

better focused, have better member commitment 

and participation, and achieve better results than 

those that are reactive. Planning is important 

because it causes discussion and debate, and gener-
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ates consensus among the leaders about direction 

and priorities. If this consensus breaks down, it will 

have a negative impact on results. It is important 

that effective strategic thinking and planning result 

in agreement on: 
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• A mission statement that answers the questions­

what kind of organization is this, why does it exist, 

and whom does it servd 

• Strategic objectives that determine future direction 

over the next three to four years. 

• An organizational structure that is both feasible 

and desirable. 

• Plans (action items) for what the association 

will do in the upcoming year, and who will be 

responsible. 

Recruiting and Retaining a 
Membership Base 
For associations to be successful, the leadership must 

concentrate on how they will recruit new members 
and how they will retain members. Attracting new 

members and keeping them can be time consuming, 

but attention must be focused on these activities in 

order to ensure a solid future. It will be important 

that associations think through the following ques­

tions as they develop their recruitment and retention 

practices: 

• What will people perceive as the value they 

receive from being a member of our association, and 

how will we get this information? 

• Membership Committee-how would this work1 

• What are the qualifications and entry require­

ments for members1 

• How should we do membership solicitation 1 

• Membership turnover is very costly-how do we 

avoid this1 

Creating and Implementing a 
Policy Advocacy Program 
Most associations will have policy advocacy as a 

major goaL Trade associations want to make certain 

that government actions encourage growth and fair 

practices in the private sector. An association that is 

active in advocating favorable public policy should 

have a work plan that identifies, analyzes and advo­

cates for improved laws and regulations that affect 

its members. Creating and implementing an advo­

cacy program will require that leadership think 

through these questions: 

• What governmental and/or international laws, 
policies, regulations, and procedures constrain the 

growth of our industry? 

• What is the impact of these constraints1 

• What new laws, policies, regulations, and proce­

dures are needed to encourage the growth of our 

industry1 

• Which areas of reform (constraints and opportuni­

ties) are most important to do something about1 

• What reform actions by the government will 

bring about desired change1 

• Which reform actions will have the most impact1 

Which reform actions do we feel we can realistical­

ly expect to bring about1 

• What are the necessary steps for the association to 

take to bring about the specific reform action1 What 

tools or strategies do we need to develop? 

• How might we work in partnership with the gov­

ernment! 

4 STRENGTHENING ASSOCIATIONS: Facilitator Guidelines for Conducti~g War,' OIlSi;.:l, ;-y4~~~>~ . 



Strengthening Associations. Issue 17 

Building a Strong Financial 
Base 
New associations must use good financial planning 

to make certain they project both revenue and oper­

ating costs realistically. Revenue projections based 

on real funding sources-from donor sources, mem­

ber dues, and/or paid services-are essential. Based 

on expected revenue, the association can then build 

its operating agenda knowing what it can afford to 

do and wit cannot. If donor funds are a part of this 

financial base, then the association should begin at 

once to plan how it will be able to operate once 

donor funds are no longer available. Associations 

must also do a thorough and accurate reporting of 

the organization's assets and liabilities. Funds must 

be accounted for in a legal and transparent manner. 

Determining good financial management practices 

requires thinking through how the organization 

will: 

• yenerate revenue in both the short and longer 

term. 

• Build an operating plan that is linked to strategic 

plans and action items. 

• Build an annual budget for the operating plan 

based on revenue available and anticipated operat­

ing costs. 

• Create financial reserves. 

• yenerate required financial statements. 

• Comply with appropriate laws. 

Building an Effective 
Communication Program 
An association must communicate the positive con-

tributions it is making to both its members and the 

greater public. The right information can sell the 

benefits or value-added by the association, and can 

demonstrate the organization's ability to accomplish 

desired goals and achieve policy agendas. Many 

associations generate a good deal of information for 

members, including marketing, pricing, and indus­

try trends. This is an important service. The follow­

ing can be an important part of a good communica­

tion program: 

• Defining the core messages that the association 

wants to communicate to its members and the pub­

lic. 

• Determining the information it will proVide 

members as a service or benefit of member­

ship. 

• Establishing a communication committee-clari­

fying its roles and responsibilities, and helping it 

become operational. 

• Creating a communication plan for a one or two 

year time frame, including the mechanisms that will 

be used. 

Using Effective Techniques for 
Building Consensus and 
Resolving Conflicts 
Associations operate on the basis of participation of 

its members. Members are both customers and con­

sumers of the organization's products and services, 

and owners of the association. Members elect the 

Board of Directors, members serve on committees, 

and members help make critical financial and pro­

grammatic decisions-active, interested, and enthu­

siastic members are essential. 
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Consensus is the very heart of an association. If consensus-or trust in the consensus 

process-is lost, the association will disappear. Consensus within an association can be 

lost for any number of reasons. Among the more common are differences on a major 

issue facing the industry, dues structures, program development, and the style and per­

ceived competence and honesty of leadership. Broken consensus can be very damaging 

to an issues-driven association where members look to it for representation in legislative 

and regulatory reform. The credibility of issues-driven associations and unions is mea­

sured in proportion to the percentage of the industry they claim to represent. Once ques­

tions arise as to whether an association can truly speak on behalf of a sector, access to 

decision-makers can suffer. 

Association leadership must work to build consensus, moving quickly to resolve any 

conflicts that arise. It will be important to: 

• Purposefully formulate overall strategies for building and maintaining consensus. 

• Consistently plan and facilitate meetings that encourage member input into key orga­
nizational issues. 

• Organize and facilitate debate and dialogue around difficult issues. 

• Communicate about issues so that members have sufficient information to be 
involved, and stay involved. 

• Confront conflict quickly and constructively, using techniques that allow for all sides 
of the issue to be heard. 

• Use techniques that encourage compromise. 

The Ciuidelines are available through APRP fRD!. 

RDI is sponsored by the MALR and USAID under the umbrella of the Agricultural Policy Reform 
Program (APRP). RDI is led by Development Alternatives, Inc. (DAI), and includes services from the 
following subcontractors: 

Training Resources Group (TRG) 

Office of Studies aud Finance (aSAF) 

National Consulting Firm (NCF) 

Cargill Technical Services (CTS) 

Purdue University 

University of Maryland 

Development Associates 

The Services Group (TSG) 

Address: 7, Nadi El-Said Street, Dokki, Giza. 
Tel.: (202) 337-5709/5712 
Fax: (202) 336-2009 
E-mail: First initial last 
Name@agpolicy.com (i,e" Max Goldensoln 
would be mgoldensohn@agpolicy,com) 
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