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Let’s Focus to Optimize Attention & Resources 
 

Conversation Starters  
 

 What do members value and want at the local level?  
 What are our chapters uniquely positioned to do  

(e.g., advocacy, local knowledge)? 
 What can our chapters do well? 
 How do our chapters fit into the Strategic Plan? 

 

A New Measurement Concept 
 
Let’s move beyond comparing chapters and picking winners to focus on bright spots 
and collective outcomes. Let’s measure what matters so we can provide strategic 
context with a dashboard that shows the impact of chapters individually and as a team. 
Chapter leaders can more clearly see how their collective effort helps move the mission 
and serve the member in collaboration with all parts of the association. 
 
We begin with setting the right goals and defining metrics that matter.  
 
Here are six steps to get you there. 
 

 

Setting Up Your Dashboard 
 

Step 1: Start with your association’s strategic goals and identify the… 
 

 Strategic Pillars – Our “From the Rooftop Focus” 

 Primary Inputs – Mostly the “How” we get things done 

 Intermediate Inputs/Outcomes – The “in-between” measures that reflect the 

primary inputs and help drive the ultimate outcomes 

 Ultimate outcomes – These fall into two groups – “Direct” outcomes (e.g. CEUs, 

Certifications, etc.) and “Indirect” outcomes (e.g. Retention, Recruitment, Market 

Penetration) 
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See the sample below to get an idea of how these might be charted, then build your 
own map with your association’s strategic plan. 

 

 
 

 

Step 2: Then ask yourself… 
 

 What role(s) can/should chapters play? (Think “Local Presence”) 

 What should we measure to accurately assess their effectiveness in fulfilling their 

role(s)? 

 How can we measure it? (Remember - We tend to manage what is measured) 

 How should we share those measurements? 
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Remember to consider the attributes of the Right KPIs (Key Performance Indicators): 

 

 Valid/Reliable - Does this truly measure the desired outcome? 

 Actionable - Do I have any control over this outcome? 

 Common Interpretation - Does my “10” = your “10”? 

 Accessible/Credible - Is the data available with modest effort from a trustworthy 

source? 

 Transparent/Simple Calculation - Does everyone understand how it was 

generated? 

 
 

Step 3: Select Chapter Roles & KPIs 
 

When selecting Chapter Roles & KPIs, it’s critically important to get input from members 
& chapter leaders. That input helps give them ownership of the decision and that 
ownership in turn ensures they’ll stick to the plan. Key questions include: 

 
•  What do they care about? 

•  What do they see as achievable? (See the Right KPIs above) 

•  Can they see the big picture? 

 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

Session Handout 

CHAPTER 
PERFORMANCE & 
BENCHMARKING 
UNWRAPPED 

 
 
Here’s a sample of possible roles (Primary Inputs) and related outcomes  
that might be selected. 
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Once those roles are identified, what do we measure? 
 

 Just because it’s easy to count, does it really count? Look for metrics that truly 

reflect the desired outcomes. 

 Do we want quantity or quality? Try to limit the roles to those that the chapter has 

the capacity and resources to do well. 

 What’s the right “blend” of metrics? No single metric will do the trick. Most 

meaningful outcomes are likely to be reflected in a combination of metrics.  

 

See the sample below. 

 

 

Step 4: Determine how to measure meaningful outcomes 

 
Once key metrics are identified, determine how you will measure each.  

 

 What are your data sources? 

 What data do/don’t you have direct access to? 

 For those for which direct access is not possible… 

o Should you sample?  

o Rely on reports?  

o Invest in tech? 
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Remember, credibility is critical. (See the Right KPIs above) 

 

 

Step 5: Build your dashboard 

 
Dynamic Design Considerations 

 

 Goals > What are the performance goals? (Measurement, data sources, 

actionable) 

 Audience > Who are your audiences? Identify who will use the dashboard & 

how. 

 Visual > How did you establish visual priorities? 

 Views > What are the views (by component, function, area, time, etc.)? 

 Refresh > What is the refresh frequency (real-time, hourly, daily, weekly)? 

 Under-performance > Are solutions to under-performance included?  

 
 

Step 6: Share & discuss the results 
 

Use the dashboard to have strategic conversations with the chapter leaders and the c-

suite about what’s working, what could be better and how to make it so! 
 
 

Your dashboard will provide a clear set of goals for your chapters which are fully aligned 

with the strategic focus of your association. It will also offer a list of viable steps they 

can take to achieve those goals and credible metrics by which they can mark their 

progress. You may also want to consider developing an ROI Matrix to ensure you’re 

providing a sustainable level of support to help your chapters succeed. 

 

And use your dashboard to tell your chapter story! 

 

 

https://marinermanagement.com/resource/blog/2017-05-02/chapters-a-defensible-roi/
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Telling Our Chapter Story 
 
What Stories Can We Tell? Check out the workshop recording for examples! 
 
 
 
 
 
 
 
 
 
 

Want to explore any of this further?  
 
Review the Chapter Benchmarking Report, replay the workshop recordings from Day 1, 
Day 2 and Day 3, or reach out to Billhighway or Mariner Management.  
 
 
Peggy Hoffman & Peter Houstle Mark Prevost 
Mariner Management  Billhighway 
(301) 725-2508  (740) 817-0135 
phoffman@marinermanagement.com mprevost@billhighway.com 
phoustle@marinermanagement.com 
 
 
 

Big Picture 
 

Share the ROI impact of your 
chapters. Show how 

chapters create value. 

Winning Plays 
 

Share innovation and success 
stories that meet member 

needs and move the vision 

Moving an Initiative 
 

Share how chapters 
contribute to key initiatives 
and meeting association 

goals. 

https://www.youtube.com/watch?v=XBzt76UwD7w
https://bit.ly/34cyCKv
https://youtu.be/Mh3uxdlf3vs
https://youtu.be/sXj0oGXwhn4
https://youtu.be/XBzt76UwD7w
mailto:phoffman@marinermanagement.com
mailto:mprevost@billhighway.com
mailto:phoustle@marinermanagement.com

