











As often happens in a leadership
transition, Dobbins also faced staff
turnover, but this allowed him to hire a
new team and align responsibilities to
support the strategic and operational
plans.

The leadership and staff built a
new strategic plan from scratch, and
the committees and staff developed
operational plans and a daghboard with
financial and numerical metrics to mea-
sure progress quarterly. The engage-
rnent of the leadership, committees,
and staff worling together helped him
transform a predominantly staff-driven
culture into a collaberative culture.

“We built a strong sense of cama-
raderie,” says Dobbins. “Through
realigning the staff with the goals in
our strategic plan, we also looked at our
staff to see if there were strengths and
abilities we weren't using.”

For example, ACMA had a person

in its membership department with a -
strong knowledge of information tech-
nology. He led the association through
arenewsal of its IT system and is now
leading it through the purchase and
implementation of an AMS system. "In
seeing his leadership skills in action,
we were able to expand his role in our
membership department and in other
program areas,” Dobbins says. “We took
some measured risks and gave people
more opportunities.”

On the volunteer leadership side,
ACMA tapped the business acumen
of its leadership to distill a complex,
ad-hoc system of reporting results to
the board into a more concise, business-
focused process that allowed board
members to focus on bigger-picture
issues,

“We were underutilizing volunteer
resources,” Dobbins says. “When you
get mernbers engaged, there is a greater

commitment to the organization. We
have access to a lot of great thinkers
and leaders in the industry. They are
now running with projects that we
don't have the resources to accorn-
plish with staff. And it is a lot more
fun. They are feeling ownership of the
accomplishments.

“There has to be a mutual respect
and a partnership in how mermbers and
staff work together to meet the goals of
the association. Then we can share in
the success of the organization and see
how everyone's role was important.” ER
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