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whole) and any information or material contained in it.

The Fisheries Research and Development Corporation plans, invests in and manages
fisheries research and development throughout Australia. It is a statutory authority
within the portfolio of the federal Minister for Agriculture, Fisheries and Forestry,
jointly funded by the Australian Government and the fishing industry.
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The task is not so much to see what no one has yet
seen. It is to think what nobody has yet thought of,
about that which everyone has seen.

Arthur Schopenhauer, 1813

"....AND WHAT
DO YOU THINK ABOUT
THESE MARINE PARKS Z
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1. Non-technical summary

2011/410 A program to enhance membership participation, association health, innovation
and leadership succession in the Australian fishing industry (Short title - Healthy
Industry Associations and Succession)

Principal Investigator lan C. Plowman

Address 30 Duke Street,
TOOWONG, QIld 4066
Ph. 61 7 38702231

Objectives

1 Identify the current health of industry associations particularly with respect to
attracting and retaining members, nurturing participation, fostering innovation,
developing leaders and embedding succession.

2 Identify characteristics of healthy industry associations with a view to understanding
strategies of engagement, participation, innovation and leadership renewal.

3 Provide recommendations on appropriate legal structure and constitution that will
ensure succession whilst protecting office bearers from personal culpability.

4 Provide a set of action-research tools which foster home-grown strategies for
engagement, participation, innovation and leadership renewal.

5 Provide a set of conversation tools that radically enhance engagement, participation,
innovation and leadership renewal.

6 Engage with industry peak bodies, sector associations and members exposing them to
these ideas and tools and giving them practice in their use.

NON-TECHNICAL SUMMARY

OUTCOMES ACHIEVED TO DATE

The project outputs have contributed to or will lead to the following outcomes:

* Media and web-based materials announcing the project.

* Reports, each peak industry sector specific, on the level of engagement,
innovation, participation, leadership and succession in each Sector. [Note: With
the approval of the FRDC, a single report, relevant to all sectors, has been
produced.]

e Legal advice on the constitutional format most likely to foster leadership renewal
and succession. This will enable any association to amend their constitution
accordingly. [Note: Although this was an original objective, it was waived, based
on legal advice. Model rules dictated by the legislation of each State and Federal
jurisdiction are included in the Appendices.]
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e Aresource kit and DVD/CD containing (a) case studies on more innovative and
resilient associations that are proactive in their succession-planning, (b) legal
advice on amendments to constitution to foster leadership renewal and
succession [Legal advice waived.] (c) tools and techniques (‘Meetings without
Discussion’) for improved conversation and hence engagement of newer, quieter
and less confident fishers [in the appendices]; (d) a model of action-
research/continuous improvement/innovation [in the appendices] , and (e) a
model for monitoring and evaluation.[ in the appendices]

e A set of guidelines to facilitate the extension of this resource kit to subsidiary
industry associations.

e A minimum of seven workshops nationally.

e A series of media articles giving both tools and examples of successful behaviour
change, adaptation, innovation, and succession.

e Presentation of summary project outputs at ‘Seafood Directions Conference 2013'.

The People Development Program plan 2008 - 2013 identified the goals of "enhance industry
leadership within all sectors" and "build industry capacity to drive change to achieve goals".

A range of drivers including (i) the shortage of industry leaders, (ii) the urgent need to develop
people's skills to effectively contribute to debates, policy development and resource
management, (iii) the need for development of skills to enhance business profitability and
sustainability and (iv) learning from other industries that have embraced a culture of
knowledge and innovation. These areas were identified as needing capacity building within
the industry.

The inability to attract, train, engage and retain leaders in fishing industry bodies is critical to
organisational failure, together with falling numbers of industry participants and the aging of
the industry's workforce. How to invigorate organisations to embrace an innovative culture,
build leaders and provide them with capacity to apply those skills is critical to the future of the
seafood industry.

While the question of leadership is an obvious issue for the seafood industry, less obvious is
the fact that leaders are much more likely to emerge from industry associations that (i) are
themselves healthy enough to attract and retain members, and (ii) have the capacity to grow
responsibility and confidence among the broad membership.

So this project sets out to examine those characteristics that lead to healthy industry
associations, which can attract and retain members, which share responsibilities broadly so
that leadership can emerge naturally, and which have a conscious policy of leadership
succession. In pursuit of these goals, the project, in addition to examining Australian seafood
industry associations, chose to look outside the Australian industries (aquaculture, wild-catch,
and recreational) and examine several overseas industry associations as well as a number of
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land-based Australian primary industry associations. Twenty two case studies were
conducted.

Within the Australian seafood industry, our research design sought to examine twelve
associations, drawn from wild-catch, aquaculture, and recreational. Within each of those
sectors, the research sought to examine peak, regional and local level associations.

The research began with desk research, using university data bases to seek out literature and
research that identified characteristics of healthy and resilient voluntary member-based
associations. Those characteristics were then developed into an interview format.

Within the sector parameters of the research design, associations were approached with an
invitation to participate. In-depth interviews, averaging 1.5 hours each, were then conducted,
one-on-one, using phone or Skype, with a number of knowledgeable association members.
Interviews were recorded, transcribed and then analysed. A confidential subsidiary report was
provided to each participating association, while general themes, ideas and principles that
emerged became the basis for the overall research report.

The interviews revealed that there are two sets of factors that underpin healthy industry
associations and leadership succession. The first are external to the association and largely
outside of its influence. These include economic, social, and political factors. The second are
internal to the association and within its power to address. The report addresses both, with
more emphasis on the latter.

Interview topics included age of the association, average age of members and the age-range,
diversity within the membership (including gender), purpose, vision or charter of the
association, the machinery of management and governance, how membership is defined,
capacity to absorb new members and lose old ones, freedom from cliques and sub-groups,
having a code of conduct and a conflict resolution protocol, the nature of benefits and services
provided to members, the internal capacity (including personnel, finances and time) to deliver
those benefits and services, the level of marketing, public relations and political influence,
decentralisation of decision-making, freshness of management and leadership, the quality and
methods for both internal and external communication, and the extent to which the
association measures and monitors its performance with a view to continuous improvement.
Interviewees were also asked to identify (a) major challenges that their association faced, and
(b) ideas for strengthening the health of their association.

With 68 interviews spread over twenty two case studies, many associations, though not all,
would regard themselves as healthy. All associations suffer from an aging membership, with
too few people shouldering the load. Most struggle to attract new members, particularly
younger members, and only one of the associations had a deliberate policy of leadership
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succession. Only a small number of the associations examined had a deliberate policy of
growing future leaders through allocation of responsibilities to even the newest members.

Emerging patterns from the literature review and the interviews suggested a host of
recommendations that might be adopted by any association that wishes to be healthier, more
robust, and grow its own future leaders. Where there are multiple levels of association (say
local, regional, national), a deliberate leadership succession plan, that includes an exit strategy
for all incumbent leaders, will thereby ensure available skilled and knowledgeable
representation at the next level. The same deliberate exit strategy will provide leadership
opportunities to all of those younger and newer association members in whom the industry
and the association have invested through leadership training.

The Appendices in the Report include a number of tools and techniques for improving
association health. These include tools for action research, for continuous improvement, for
monitoring and evaluation, and for participative decision-making.

This project has described data, methods, analyses and empirical management measures for
understanding the critical characteristics of voluntary member-based industry associations.
Through its extensive recommendations, it provides a pathway to improved health and
leadership succession for any association. The work contained in this report has national
significance for voluntary member-based associations of any type, within the Australian
seafood industry or beyond it.

KEYWORDS: Industry associations, leadership, leadership succession, member engagement,
responsibility sharing, action research, continuous improvement.
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3. Background

The People Development Program Advisor group has identified the development of innovation
and succession within Industry bodies as a critical area for development.

This project specifically addresses Program 4 - People Development Goals and Objectives, in
particular: 1. enhance industry leadership within all sectors, and 2. build industry capacity to
drive change to achieve goals.

This project will specifically address a number of significant drivers including:

1. The shortage of industry leaders in all sectors of the industry,

2. The urgent need to develop people with the skills to effectively contribute
to a range of debates and policy development,

3. The shortage of opportunities to develop skills to directly improve business
profitability and sustainability,

4. The fishing industry will learn from other industries that have embraced a
knowledge and innovation culture, and ....

5. The industry is geographically dispersed and fragmented and needs
opportunities to learn within and across sectors.

This project addresses Strategic Objective 2 - Build Industry Capacity to Drive Change to
Achieve Goals. The project will have outputs that specifically address the following strategies:
1. Investigate skill needs to build committee competence and confidence,
2. Invest in industry capacity to drive change,
3. Invest in projects that improve succession within industry, and ....
4. Identify and address impediments to individuals taking on representational
and leadership roles at local and sector levels.

Leadership development supports the training and exposure to a broad range of skills to
enhance the capacity of future leaders. However there may be a number of institutional and
personal impediments to the identification and development of future leaders. In order to
attract, encourage and build a pathway for future leaders there needs to be provisions to
ensure fishers are supported in engaging with their representative bodies and see themselves
as being able to contribute to healthy organisations.

The structured administrative mechanisms that exist within peak and sector bodies have a
direct influence on the level of engagement with the fishers represented. Where an
organisation is seem as effective, with the human and organisational capacity to communicate
with its members and represent their interests to other groups - such as management
agencies, advisory committees, other sector or representative bodies, then it is more likely to
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be attractive to its members and more likely to attract fishers to be involved in that body's
range of activities.

The ability to attract new or younger members and to provide a pathway for increased skills
and involvement will lead to renewal and innovation in representative bodies that are then
able to lead their sectors in both engaging other stakeholders and interests, as well as building
the services and facilities that can be offered to members. Critical to attracting members is the
capacity for the organisation and its current leaders to recognise and reward the thoughts and
views of new or formerly less active members and consequently empower them to take on
leadership roles into the future.

While much is talked about leadership development, often there are subtle and institutional
impediments to those who bring new ideas or propose a change of emphasis or direction.
These unintended impediments needs to be removed and organisational design, practices and
procedures, together with individual encouragement and development, are keys to
encouraging fisher engagement and growth in industry bodies.
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4. Need

The need for improved leadership development and effective leadership succession to
enhance innovation within industry businesses and associations has been acknowledged in
numerous reports and industry plans. While the need for innovation is recognised, the
industry also needs simple action-research models that enable them to do it.

The People Development Program plan 2008 - 2013 identified, among others, the goals of
"enhance industry leadership within all sectors" and "build industry capacity to drive change to
achieve goals".

A range of drivers including (i) the shortage of industry leaders, (ii) the urgent need to develop
people's skills to effectively contribute to debates, policy development and resource
management, (iii) the need for development of skills to enhance business profitability and
sustainability and (iv) learning from other industries that have embraced a culture of
knowledge and innovation. These areas were identified as needing capacity building within
the industry.

The inability to attract, train, engage and retain leaders in fishing industry bodies is critical to
organisational failure, together with falling numbers of industry participants and the aging of
the industry's workforce. How to invigorate organisations to embrace an innovative culture,
build leaders and provide them with capacity to apply those skills is critical to the future of the
seafood industry.

Building capacity to represent the interests of the industry and their fishery to government, to
the community and to consumers is critical to commercial fishers (wild-catch and aquaculture),
while similar skills are essential to empower recreational and indigenous fishers to be able to
contribute to the management and research debates that underpin long term sustainability.
Building this capacity begins at the most basic level, namely helping the young, the new and
the less confident find a voice within their association. It is here that the greatest gains in
participation and leadership can be achieved.
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5. Objectives

1 Identify the current health of industry associations particularly with respect to
attracting and retaining members, nurturing participation, fostering innovation, developing
leaders and embedding succession.

2 Identify characteristics of healthy industry associations with a view to understanding
strategies of engagement, participation, innovation and leadership renewal.

3 Provide recommendations on appropriate legal structure and constitution that will
ensure succession whilst protecting office bearers from personal culpability. [Note: following
agreement with FRDC, the original objective of obtaining legal advice has been waived. State
and Territory legislation provides adequate guidance on model rules, and URLs for each
jurisdiction are contained within the report.]

4 Provide a set of action-research tools which foster home-grown strategies for
engagement, participation, innovation and leadership renewal.

5 Provide a set of conversation tools that radically enhance engagement, participation,
innovation and leadership renewal.

6 Engage with industry peak bodies, sector associations and members exposing them to
these ideas and tools and giving them practice in their use.
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6. Methods

The intent of the research was to ensure that the three seafood sectors of wildcatch,
aquaculture, and recreational fishing were all represented. Further, the intent was to examine
local, regional (or mid-level) associations, along with peak bodies. To gain a comparison, the
research also looked at Australian associations in the land-based primary industry sector along
with a number of overseas seafood associations.

In consequence, the research examined 22 separate associations, as outlined in the attached
table. (See overleaf)

Before conducting the primary research on these case studies, the project began by looking at
already published research papers that provide insight into healthy voluntary member-based
associations and leadership succession. A search of the ProQuest data base through the
University of Queensland revealed hundreds of articles on the topics, though none were found
specific to seafood industries. Twenty eight promising research papers were downloaded for
detailed examination. Key themes and ideas were then extracted, to be used later during
analysis of the primary data.

The literature review also surfaced earlier work by one of the two authors of this Report.
Plowman (2004), in a partnership piece of research sponsored by the Queensland Department
of Primary Industries and Fisheries and the University of Queensland, examined the health of a
number of Australian land-based primary industry associations. In 2008, the FRDC
commissioned van der Geest and MacDonald to investigate barriers to fisher engagement with
associations. Other useful research and publications pertaining to healthy groups also
surfaced during the literature review.

Drawing on the literature review and desk research, a draft interview questionnaire was
developed. Following trial and suggestions from the Project Steering Committee, the primary
data capture began.

Starting with our broad research plan to capture a cross-section of the Australian seafood
industries, specific associations were invited to participate. Those that indicated willingness
were invited to provide the contact details of ‘wise owls’; people who had a detailed
understanding of their particular association and their industry. Four interviewees were
selected for each of the 12 Australian seafood associations, while two interviewees were
selected for each of the overseas and the Australian non-fishing associations.

This resulted in a pool of sixty eight interviewees.

2011/410: Healthy Industry Associations and Succession. Dec 2013 Page 21



Healthy Industry Associations and Succession

Final Report

Research Design — Participating Associations

Association Sector Type Note
National Aquaculture Council Aquaculture National peak body
Queensland Aquaculture Industry | Aquaculture State body

Federation

Australian Prawn Farmers
Association

Aquaculture

Producer-level body

Western Australian Fishing
Industry Council

Wildcatch and
Aquaculture

State peak body covering a
range of different fisheries

Does not represent recreational sector

Western Rock Lobster Council Wildcatch Lobster specific state
commodity body

United Mid-West Fishers Wildcatch Producer-level body for rock

Association lobster

Wildcatch Fisheries South Wildcatch State peak body for wildcatch

Australia

Southern Fishermen’s Association | Wildcatch A regional body

South East Professional Wildcatch Producer-level body

Fishermen’s Association

Tasmanian Association for
Recreational Fishing

Recreational

State peak body

TAS Aust National Sportsfishing
Assoc

Recreational

Fisher-level body in Tasmania

SA Aust National Sportsfishing
Assoc

Recreational

Fisher-level body in South
Australia.
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New Zealand Seafood Industry Wildcatch and | National peak body
Council aquaculture

Canadian Aquaculture Industry Aquaculture National peak body
Alliance

Newfoundland Aquaculture Aquaculture Producer-level body

Industry Association*

National Federation of Wildcatch Regional branch of national
Fishermen’s Organisations, North peak body
East Branch — UK

CaneGrowers Australia Sugar cane National peak body

CaneGrowers Tableland Sugar cane Producer-level local body

Traprock Group Agriculture Producer-level body This association formed specifically to cater for fine
wool producers in a specific geographic area. It now
caters for all agriculture in the region.

Central Highlands Cotton Cotton Producer-level body

Growers & Irrigators Association

Northern Territory Horticultural Horticulture State level peak body
Association

Northern Territory Agricultural General State level peak body
Association agriculture

(not grazing)
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Each of the twenty two associations was then allocated to one of the two researchers. Taking
one case study at a time, potential interviewees were contacted to arrange a suitable time for
the interview. They were also forwarded, electronically, the interview format in advance.

Apart from two interviews which were conducted face-to-face, all interviews were conducted
by phone or Skype. Each interview, which averaged 90 minutes in length, was digitally
recorded using software known as ‘Pamela’. The resulting MP3 audio-file was then placed in
DropBox to be accessed by a cyber-secretary to create an interview transcript as a Word
document. That draft interview was then emailed to the interviewee with a request that (a)
they make any editorial changes they wished, and (b) they authorised its use in a subsidiary
report to their own association and extracts to be used in the main research Report. No
identities of interviewees were revealed within associations or beyond.

When all interviews were complete for any particular association, a draft report was
completed for that association. The draft report was structured on the interview questions
and was liberally populated by respondents’ quotes. In addition, each draft report contained a
front-end summary of that particular association, describing its health, issues of leadership and
challenges faced. The recipients of the specific association draft report were invited to make
any editorial changes or correction of errors. They were also requested to (a) approve that
their association be identified in the main research Report, (b) to approve the use of the front-
end summary as a case study in the main research Report, and (c) to approve the use of quotes
from their association report in the main research Report.

None of these individual association reports have been made available to any other party.

At the conclusion of the data capture and analysis, it was clear that most associations had both
strengths and weaknesses. None might be said to represent a perfect role model for others,
though some came close. It was then decided to write two further case studies, fictitious ones,
that illustrated what a very healthy seafood industry association might look like. Case Study
23, Perfect Ports Association, and Case Study 24, Seafood National Peak Body, are the result.
Both are offered to stimulate thinking and conversation.

The main research report ‘evolved’ as a working document over the life of the research.
Beginning with useful concepts identified in the initial literature review, each case study, as it
was completed, contributed further substance. This involved subjecting each interview to
discourse analysis in order to identify emerging themes and patterns. Over the 12 months that
it took to complete all interviews and case studies, the emerging draft generic Report was
forwarded monthly to the FRDC and to members of the Project Steering Committee to keep its
members informed of the progress of the project and to invite their comment.

During the twelve months of primary research, appendices were added to the emerging draft
generic Report, layout was improved, and illustrations, provided by a professional cartoonist,
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added. The report was then prepared in the final FRDC-prescribed format, resulting in a 585
page document.

Research findings were conveyed to and tested with industry representatives in day-long
workshops conducted in each of the six States and the Northern Territory.
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7. Results/Discussion/Recommendations

The research is based on 68 personal interviews conducted with knowledgeable members of
the participating associations, using a structured interview process. The interviews addressed
the topics as they appear below.

Age of the association:

Associations have a life cycle that follows a predictable rhythm. Recognising, acknowledging
and understanding where an association is within its life cycle can lead to greater
understanding by those charged with its management.

Recommendation 1: Recognize that lifecycle stages and energy cycles are natural for
any group, to acknowledge their inevitability, and to seek to identify where they are at
any point in time in order anticipate the coming phase.

Average age of members and the age range:

Associations need to be in a state of constant renewal. This means replacing older retiring
members with younger ones. High costs of entry into the industry, coupled with conditions of
eligibility for membership, are increasingly barriers to entry for potential younger members.
Those contributing sweat equity need to have a say in their future. Further, younger people
have a different attitude and set of expectations in relation to associations that makes their
engagement more challenging. So, in order to survive, associations and industries need to be
increasingly creative in their endeavours to attract and retain younger members.

Recommendation 2: Encourage, by whatever means possible, younger people to join
and to become active participants in the association. Alter the membership rules so
that those with sweat equity have a say in their own future. Ask younger industry
members what they might seek from an industry association and tailor the association
membership eligibility and benefits accordingly. And it will also mean having different
expectations of the level of engagement that might be possible and a greater range of
means, particularly digital, of maintaining that engagement. Although this recruitment
task will rarely be easy, the task is vital to the future of any industry and/or any
association.

Gender/diversity mix of association members:

Society is enriched by diversity. Our research found that all of the fishery associations
examined had substantial over-representation of males in the membership and on the Boards.
Women - although they probably don’t hold the fishing licence - are likely to be active partners
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in the majority of small family fishing businesses. Engagement and enrolment of women is but
one of the many avenues of diversity with which associations might be enriched.

Recommendation 3:

a. Recognise the natural tendencies within different industry sectors to be homogeneous
or otherwise.

b. Recognise the natural tendencies within different industry sectors to be conservative
or otherwise.

c. Women make up slightly over 50% of the Australian adult population. Assuming that
the Australian aquaculture and fishing industries have a similar gender distribution —
considering both licence-holders and partners, the 50% is an appropriate membership
target for all associations to strive for. Targeting the partners of male members,
through provision of activities and benefits that might appeal to women, makes this
challenge quite realistic.

d. Seek to have a minimum of two women members on the Board.

Take steps to maximise diversity of age, skill, and experience within the association
and on the Board.

Purpose, vision, or charter of the association:

An association’s purpose or charter is the mast-head around which members gather. Itis the
beacon towards which they collectively sail. It is the collective aspiration for which people are
willing to put in dollars and time. And members will continue making those inputs provided
the value that they gain is greater than their input costs. Since the external environment is in a
constant state of flux, the purpose of an association also needs to be dynamic and under
constant review to meet the changing circumstances and the changing needs of its members.

Recommendation 4:

a. Cater for the three social needs of members, namely social need, need for
achievement, and need for power.

b. Publish the association’s purpose or charter so that all members have a clear and
shared understanding of what the association is there to achieve.

c. Revisit annually that purpose or charter. This should be done by the executive, in
consultation with members, to ensure it continues to be appropriate or relevant.

d. Include the association’s purpose as a header or footer on all association
correspondence (including every meeting agenda, and all emails), thereby ensuring
this stays front-of-mind.

e. Use the association’s purpose or charter to tell the world what business the
association is not in. Therefore the purpose or charter serves as a filter in determining
what activities the association chooses to undertake or declines. Hence the

2011/410: Healthy Industry Associations and Succession. Dec 2013 Page 27



Healthy Industry Associations and Succession
Final Report

association should only undertake activities that clearly fall within its charter or
purpose. Further, the relative importance of potential association activities can be
determined by assessing how well each contributes to the published charter.

f.  Use the association’s charter or purpose as the conscious beacon to which all the
association’s efforts are deliberately focused.

A means of organisation, defined roles and responsibilities:

Once it understands its purpose, an association needs the means to move towards that
purpose. This means that people need to do something, to carry out particular responsibilities
in a co-ordinated and efficient way. It is more likely that the association will achieve its
purpose when its machinery of governance and subsidiary roles are logical, documented, co-
ordinated and subject to regular monitoring and review. (See also Recommendations 25 and
26).

Recommendation 5:

a. Establish an additional formal Board role — that of Monitor, a person whose primary
role it is to keep an eye on and regularly report on the effectiveness of an association’s
governance and operations.

b. Document the roles of the Board, each executive member, executive officer and paid
employee of the association. Create key performance indicators (KPIs) for each. These
are essential, legally and philosophically, for the role of any paid employee. Itis only
against documented KPIs that a person’s performance can be assessed. Likewise for
the Board and each executive position.

c. Aggregate all of the roles to get an understanding of what those pooled
responsibilities would deliver and then compare with the association’s published
purpose and charter. Adjust either roles or charter accordingly.

d. Establish in advance impersonal policies to be invoked in any situation that has the
potential to become personal or partisan. Be guided by impersonal and transparent
policies and procedures instead of personalities.

e. Ensure the broadest possible distribution of responsibility, including sharing of
responsibilities across the membership, having a back-up for every key position and a
succession plan in place. (See Recommendation 18 for more on this.)

f. Consider rotation of responsibilities, outside of the formal roles. For example, a
different Board member might act as Chair for each meeting, thereby broadening the
experience base of the Board.

g. Examine the role statements to ensure no areas of role overlap, role underlap, role
neglect, or role concentration.

h. Adjust as determined by recommendations (a) and (b).

2011/410: Healthy Industry Associations and Succession. Dec 2013 Page 28



Healthy Industry Associations and Succession
Final Report

i. Examine the legislation under which your association is governed with a view to
exploring how the requirement of the law can be adhered to whilst creatively altering
your association’s operating and meeting procedures to make them less formal and
time consuming and hence of greater interest to younger potential members.

j.  If the Constitution seems in any way to be inhibiting the effective conduct of the
association, change it. Or have the Board create a bi-law to better serve the
association.

A means of defining membership:

Associations are systems with an invisible non-physical boundary. That boundary is defined by
who is ‘in’, and who is ‘not in’. How membership is defined can be crucial to the strength of an
association, including the contribution expected in exchange for membership. Too many
associations define membership by the payment of dues, while too few specify expectations
of in-kind support at the time of joining. Some associations have different classes of
membership and different levels of voting over its affairs. Too few allow those contributing
sweat equity to the industry to join or have some say in the associations. Protecting member
benefits from non-members is an issue for some associations, though not others. How the
industry or community itself is defined has implications for value-chain membership, and, in
turn, for the clarity of its focus.

Recommendation 6:

a. Specify the value proposition to current and potential members gained in
exchange for their membership fee.

b. Consider, at the time of a new member’s joining, the in-kind expectations that the
association has for its members in order to share the load commensurate with the
benefits.

c. Examine their boundary strength with a view to ensuring benefits flowing to
members cannot be accessed by non-members. There may, of course, be some
associations that exist for the benefit of their industry as a whole. If that is their
purpose, then this recommendation does not apply.

d. Consider the pros and cons of broadening the membership base to embrace the
whole value-chain, including those contributing sweat equity.

e. Consider having different classes of membership with different financial
arrangements and different voting rights. Where this occurs, it is essential that
the definition of each category is clear and logical, and that the commensurate fee
and voting rights are widely regarded by all categories of members as appropriate.

f. Recognise that the more the association diversifies the membership base, the
more difficult it is to find commonality of purpose.
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Capacity to absorb and lose association members:

Two potential risks for an association are (a) that it is damaged by the loss of a key person, and
(b) that it is unsettled by the arrival of new people, who might bring in challenging ideas.
Healthy associations acknowledge both and have processes in place to minimise both risks.

Recommendation 7:

a. Examine the contributions made, and the knowledge held, by particular members to
ensure that the association does not have an avoidably high dependency upon any
particular individual or individuals.

b. Where there is high dependency upon any one individual, then put in place a process
whereby key responsibilities can be shared in order to grow knowledge in others.
Some form of mentoring process might be required.

c. Examine the association’s boundary strength to ensure that potential new members
are aware of the association’s existence, understand what is required of them for
membership to be granted, and who feel welcomed and included when they meet the
entry requirements.

d. Position the association as worth belonging to, with more benefits accruing through
belonging than not belonging. Further, consider that applications for membership
require Board approval and that approval be conditional upon the potential member
being willing to make an in-kind contribution within the first 12 months, in addition to
their membership fee.

e. For potential members, the decision to join is tentative. Paying attention to the
feelings and needs of potential members is an area where a little investment can reap
large rewards.

f. Pay attention to the needs and feelings of current members. For present members,
their level of engagement and commitment is variable. Less investment is needed to
retain a current member than to recruit a new one. Yet paying attention to the
feelings and needs of current members is often poorly done, and can generally be
done better at very little cost.

Freedom from cliques and subgroups

Political subgroups are damaging to the health of an association. Sub-groups can be closed to
others in the association; they sometimes share information and privileges which are
quarantined from other association members or they pursue agendas separate from the
overall interests of the members

Recommendation 8: Conduct an honest and frank self-assessment to ensure that
there are no cliques in the executive or general membership, and, where there are,
actively confront and discourage them.
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A code of conduct.

An association is like a group of musicians. Unguided, it just makes a lot of noise. Aided by a
shared musical score and guided by a conductor, that noise becomes beautiful music. All that
is required is to spell out what is expected of people so that their joint efforts are in harmony.
And the music is even more enjoyable if the code of conduct is designed by the members
themselves. Because then they understand and own it. Codes of conduct can be strengthened
by having incentives to comply and disincentives not to. And natural justice requires that
there must also be a process and avenue of appeal.

Recommendation 9:

a. Generate and publish widely a code of conduct expected of members. Consider
developing a subsidiary code of conduct for the Councillors or Directors.

b. Manage behaviours against that code. See ‘Graded Interventions’ in Appendix 10 for
details.

c. Review the Code of Conduct annually, tweaking it if necessary. This not only ensures it
continues to be relevant; it also means that it remains fresh in people’s minds.

Capacity to deal with discontent and resolve conflict between members:

Conflict in associations is healthy. It is only through conflict, no matter how robust or how
mild, that members of a social group establish a ‘pecking order’. It is also commonly the way
that people express their passions. So it should not be suppressed. Yet, unless managed
under an impersonal and equitable process, it can be destructive.

Recommendation 10:

a. Recognise that conflict is normal and that it should not be discouraged.
Develop a graded conflict resolution protocol and make its existence known to
members.

c. Encourage the use of this protocol early, as soon as a dispute or conflict becomes
apparent. See ‘Conflict Resolution Protocol’ in Appendix 3 for details.

d. Create a third-party grievance mechanism and ‘court of appeal’ aimed at
constructively resolving disputes and reducing the inevitable disunity that occurs in its
absence.

Goods, services, and benefits back to members:

Members make a financial and sometimes in-kind contribution in order to receive perceived
value. What members seem to value includes taking a collective voice to government, seeing
their association in the media on their behalf, negotiations with processors and service
providers in order to provide members with greater financial value, acting as a broker for
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goods and services, benchmarking between members, and being a direct provider of relevant
information. Central to voluntary members continued involvement is their perception that
value received is greater than input cost.

Recommendation 11:

a. ‘Sell’ to members the concept that the association is a natural extension of their
business, seeking to provide benefits for each member that they cannot obtain alone.

b. When be providing ‘representation’, be sensitive to the likelihood of multiple opinions
from members, and how best to honour all of those voices.

c. Survey, as part of an annual audit, the association’s members to determine their
priorities with respect to goods and services required, whether presently provided or
not and their level of satisfaction with their association.

d. Survey, as part of an annual audit, potential members to determine (a) what goods or
member services would need to be provided in order to entice them to join, and (b)
what they would be prepared to contribute to the association, financially and in-kind,
in order to obtain those benefits.

Performance capacity:

Associations need internal capacity to carry out their objectives. That capacity is multifaceted.
Most frequently mentioned is having access to sufficient funds. In many associations there are
less funds than are deemed necessary to do the work the association desires. Equally scarce is
manpower, the willing bodies with the time and energy to contribute. Those few who do step
up to the task are rarely sufficiently reimbursed for their time and their burn-out is a
professional risk. Having a Board with sufficient managerial expertise is just as important,
though less recognised. Having dedicated staff can ease the burden on volunteers, though
Boards need to take care not to expect everything from the staff. The EO is commonly in the
centre of information flows, so sometimes the EO can try to do too much, risking burn-out
themselves. In fewer cases, the EO can become the dominant figure in the association, with
the Board being a subsidiary to the achievement of the EQ’s wishes. Building the personal and
professional capacity of all key people, be they executive members or paid staff, is an
investment that can reap considerable dividends in the capacity of the whole association.

Recommendation 12:

a. Assess, as part of an annual audit, delivery capacity (human, financial,
technological, etc.) with a view to ascertaining the sufficiency of that capacity to
deliver on the purpose of the association and the goods or services the members
expect. The monitoring and evaluation framework offered in Appendix 4 will be
beneficial here.
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b. Putin place strategies to build capacity, financial, human, and technological, and
to review those strategies annually.

Marketing/public relations/lobbying/political influence:

Associations are systems that depend upon the external environment for their ongoing
survival. That external environment contains a number of threats and a number of
opportunities. Healthy associations are conscious of those external threats and opportunities
and use a number of means to try to influence them beneficially. The most obvious and
common means is lobbying, getting into the ear of government with a view to having
government act in the interests of the association and its members. Another is public
relations; using the media in ways that are designed (a) to show members that their
association has clout, and (b) to maintain the ‘social licence to operate’ is the eyes of the
general public. Marketing can occur in the narrow sense, encouraging direct purchase of
product, or in the broader sense of public relations.

Recommendation 13:

a. Investin the development of expertise and the cultivation of relationships with those
authorities, commonly government, best placed to ward off those threats. The higher
the level of external threat, the more important it is for this investment.

b. Recognise that your members have varied opinions on a topic and therefore represent
all of those views faithfully and proportionately.

c. Because lobbying and political influence are externally directed, and therefore
potentially invisible to members, it is vital to keep members informed of these efforts
on their behalf.

d. Because the court of public opinion can be a harsh and ill-informed judge, healthy
associations keep an ‘ear-to-the-ground’ with respect to public perception threats, and
have a media relationship ready to swing into action if needed.

e. Associations, through their collective member capacity, have a greater capacity to
ensure supply than any individual. Therefore collective marketing can be commercially
beneficial. It is recommended that associations give consideration to this option.

f.  Build relationships with other associations and third parties where there is an
alignment of interests and join forces for mutual benefit.

Membership strength:

Associations need members. The higher the percentage of potential members an association
has, the more legitimate it can claim to be, in the eyes of external stakeholders, such as
government. Further, the more members an association has the stronger is its financial and
resource base. All but one of the associations in this research had a stable or declining
membership. Members disengage when they do not see personal benefit. Numbers of
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members drop as enterprises engage in economies of scale, or active licence holders become
investors. And membership numbers can rise or fall with the perception or otherwise of
external threats, while member levels of optimism/pessimism about the future for their
industry follows a similar pattern.

Recommendation 14: Assess, as part of an annual audit, (a) the number of potential
members, (b) the number of actual members, (c) the trends in the number of potential
members over the past five years, (d) the trends in proportion of actual to potential
members over the past five years, and the reasons underpinning each of those
numbers.

Learning new skills and adopting new technologies:

Individuals and enterprises need to keep abreast of new information and new technologies
that can enhance their business. The fishing and primary industry sectors have a limited
propensity to take up new ideas and skills. Older people are similarly reluctant. Itisa
responsibility of Board members to role model, to their members, their willingness to stay up
to date with information, technologies and skills. It is also a responsibility of the Board to
nurture the skills and confidence in younger/newer members as well as the capacities of any
paid staff.

A shortcoming in some associations is to nominate and support younger members in
leadership development and then not create a leadership vacancy within which the newfound
skills, confidence and enthusiasm can blossom.

Recommendation 15:

a. The Board to initiate an annual assessment of emerging and relevant skill-sets,
information and technologies with a view to bringing these to the attention of their
members and making them easily accessible.

b. The Board to be alert to ad-hoc opportunities for information or skill development
sessions that may present themselves in your State or region with a view to bringing
these to the attention of their members and making them easily accessible. Note that
some of these opportunities may be from sources outside of your industry, yet have
relevance to it.

c. Consider making it mandatory for all nominee or recent appointee Board members to
undertake professional training, such as offered by the Australian Institute of Company
Directors. Other comparable courses or self-help resources are also available.

d. Be alert to the opportunities for coaching/growing younger and/or newer members
and then providing them with appropriate responsibilities. Being included builds
people’s confidence and skills and hence their willingness to engage more actively in
the business of the association.
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e. Continue to invest in the personal and professional development of any paid staff.
Decentralisation of decision-making:

Most associations perceive themselves as being open to participation by ordinary members in
their decision-making. Yet there are barriers to that participation, some of which may not be
obvious. Decision tools may be less sophisticated than is desirable, and there may be lack of
diversity in the decision-making team, reducing the quality of those decisions. Better decision-
making tools than those commonly used in associations are available.

Recommendation 16:

a. Ascertain, as part of the annual audit, the level of consultation with ordinary members
prior to major decisions being taken and the level of satisfaction by members with the
association’s decision-making processes.

b. Look at, as part of the annual audit, the reasons some members are less active in their
participation in decision-making, with a view to removing those barriers.

c. Inequality of knowledge is one of the biggest barriers to participation. An association
to put in place active processes to share critical knowledge as broadly as possible.

d. Consider how the association’s decision processes could be broadened to allow for
greater input from the eight potential stakeholder groups, including producers
themselves. (See the body of the Report for explanation of these eight stakeholders.)

e. Consider the value of increasing diversity through value-chain membership.

Consider the adoption of participative decision processes, such as those outlined in
Appendix 5.

Openness to new ideas:

Associations vary in the extent to which they perceive themselves open to new ideas.
Traditional wild-catch fisheries tend to be more conservative than aquaculture fisheries. There
is a correlation between level of education and propensity to innovate. There is a correlation
between the age of an industry and propensity to innovate; multi-generational industries are
naturally (and unconsciously) more conservative. There is also a correlation between youth
and propensity to innovate. And there is a correlation between looking outside the square and
propensity to innovate.

Recommendation 17:

a. Conduct an annual brainstorm amongst current or potential members for new ideas
presently in use elsewhere that might have application to their association. Any signal
from the association that ‘new ideas are welcome here’ can only be beneficial with
respect to member participation and association resilience.
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b. Recognise the correlations between, on the one hand, levels of education, youth,
diversity of networks, and travel and, on the other hand, propensity to innovate,
seeking every opportunity to enhance those factors.

c. Recognise that new members, not yet absorbed into the culture of the association, are
able to observe things about the association that established members cannot see.
Yet, as new members, they are generally hesitant about revealing what they observe,
unless invited. These fresh eyes make every new member a potential source of new
ideas.

d. Consider inviting outsiders to any association meeting, event or conversation with a
view to tapping into the wisdom of those outsiders.

Freshness of management and leadership:

Humans have a psychological need for hierarchical structures within which they can associate
and which they expect to address their needs. The need to be a follower automatically creates
a demand for leaders which carries responsibility and privilege. Leaders need to be found, (a
difficult task); they need to be mentored and nurtured (a neglected task). Election cycles are
generally annually, though in some cases every two or three years. Few positions have fixed
terms, and there is rarely a contest over Board nominations. Board composition is generally
monocultural. Itis acknowledged that the heavy burden of leadership renders the role
unattractive.

Recommendation 18:

a. Invest in a deliberate strategy of nurturing and mentoring members to share the
leadership burden and then easing them into positions of responsibility.

b. Consider changing its constitution to mandate fixed and non-renewable terms for all
executive positions.

c. Consider two-year elected terms, with split-half annual elections.
Consider that, for any elected position, there is (i) an apprentice in waiting —e.g. a
secretary-elect, (ii) an incumbent, and (ii) an immediate past incumbent —who can act
as mentor and back up to the previous two.

e. Consider changing the entry rules so that fixed-term participation in executive roles is
part of the membership obligation.

f. Change the model rules to permit and encourage rotation of responsibilities, such as
chairing meetings, or recording minutes.

g. Change the association’s cultural norms to allow and encourage leadership to emerge
from any quarter.

h. Consider increasing the diversity of the Board through the inclusion of independent
directors.
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i. Any association that is a member of a higher level association, peak body or similar, to
adopt a deliberate policy of growing future leaders to represent them in these forums.

j.  Adopt an exit strategy for all current leaders and Board members, thereby freeing
them up for higher level representation.

k. Recognise that any association at a regional or peak level has a strategic responsibility
to nurture and grow future representation in the associations below them.

New blood:

Our industries are struggling to attract new blood into their associations. Yet, there are
potential members coming through the industry, often the offspring of current industry
members. Whilst acknowledging there are a number of barriers to entry to our industries and
our associations, there are many suggestions as to how engagement and participation of new
and potential members might be nurtured. New blood might also be found if associations
broaden their membership base, particularly within a value chain.

Recommendation 19:

a. Undertake a demographic profile of (a) all potential members, and (b) all current
members, and (c) recent departing members, to better understand who joins and why,
who leaves and why, who else might be attracted to the association.

b. Build the base.

Do all in the association’s power to seek out diversity in its membership base, to
extend a welcoming hand to any potential members who are ‘different’. It s this
diversity that is the best predictor of innovation.

d. Consider broadening the membership to include (a) the eight stakeholder groups, and
(b) all dimensions of the value chain.

e. Codify the association’s policy towards the attraction, engagement, induction and
retaining of new members, and the growth of established members into positions of
civic responsibility. In other words, there could be a specific policy pertaining to each
of the eight stages of ‘growing’ people.

Sharing responsibilities:

Associations are voluntary organisations that are more resilient when the load is widely
shared. When the responsibility is carried by the few, an unconscious knowledge barrier is
established between those few and ordinary members. Yet the benefits of association
membership need to be emphasised so that people see the association as a natural extension
of their business. Through sharing the load and growing the confidence and capacity of their
members, an association can strengthen its own capacity to deal with external opportunities
and threats.
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Recommendation 20:

a. Review the present governance structure with a view to assessing how widely
responsibility is being shared.

b. Establish a deliberate governance policy of responsibility sharing and rotation, so that
all key positions have at least two Board members experienced in them.

c. Establish a deliberate policy of responsibility sharing, with a target of engaging every
member, not just financially, but also in terms of their ideas and efforts. Division of
responsibilities into a series of sub-committees provides a structure whereby a large
percentage of members can each be part of one of these sub-committees.

d. An association, in courting new members, to outline not just the benefits of belonging,
but also the responsibilities expected of each member in exchange for those benefits.

e. An association, as a matter of policy, will allocate to a new member, at the very outset,
a small task, the undertaking of which helps a new member feel they are contributing.

f. Endeavour, as a matter of policy, to grow each and every member through gradually
increasing their responsibilities.

g. Establish a communication policy that clearly conveys to every member the personal
and enterprise benefits, both quantitative and qualitative, that membership brings.
The objective is to position the association as being a natural extension of, and
inseparable from, the member’s own enterprise.

h. An association that employs an executive officer to ensure that their EO is working
strategically, under the guidance of the Board, and not making themselves a martyr to
the cause or the sole repository of critical information and networks.

Spare/Slack resources:

Slack resources allow an association to afford to purchase innovations, absorb failure, bear the
cost of instituting innovations, and explore new ideas in advance of actual need. Innovation
and adaptability can only come about through trial and error. Hence ideas can blossom when
people and the system have spare capacity within which they can experiment, trial, and ‘play’.
Surplus time, resources, dollars, or available people are necessary for creative ideas to be
explored. When our resources are stretched, we do not have the capacity to explore new
ideas.

Recommendation 21: Consider quarantining a percentage of funds/time/other
resources, say 5%, from operational use, to establish a pool that is to be invested,
under guidance from the Board, in speculative strategic opportunities. This pool could
be held separate from the resources required for routine operational matters. Rather,
this pool is deliberately allocated to endeavours that have an unknown likelihood of
success and might well ‘fail’. Like an infant invariably falling over as it learns to walk,
‘failure’ is an essential component of innovation and progress.
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Boundary clarity:

This issue may not apply to all associations. Industry associations can be peak bodies, sector
bodies and local industry associations. Together these form a pyramid structure, and each
association has its own specific roles and responsibilities. At the boundaries, sometimes there
is confusion and conflict over who is responsible for what.

Recommendation 22:

a. Recommendation 4 applies here, this time at the scale of the association. Watch out
for role overlap, role underlap and role neglect when comparing the responsibilities of
associations operating at different levels.

b. Push responsibilities to the lowest level at which they can appropriately be dealt with.
Have a written document that (a) acknowledges and declares the responsibilities that
fall to each, and (b) a process for resolution should ambiguities and disputes arise.

d. Each grass-roots association is responsible, as part of its exit strategy for all incumbent
Board members, for providing appropriate representatives for the next level of the
association.

e. Any Board or Executive sitting in a peak body role to recognise where their new
responsibilities now lie.

f. Review, as part of its annual strategic plan, the value the association gets from any
partner associations, and to assess the extent to which they are providing adequate
support for those partners, their strategic allies.

External communication:

Environmental scanning and extra-associational activities of members can bring innovative
ideas. Innovative associations exchange information with their external environments.
Through talking to people completely outside of the industry association, ideas can be
exchanged with a resultant benefit to adaptability, sustainability and innovation.

Recommendation 23: Adopt a deliberate policy of engagement with the outside world
with a view to establishing relationships with suppliers, fostering markets and sourcing
new ideas.

Internal communication:

Internal communication facilitates dispersion of ideas within an organization and increases
their amount and diversity, which results in cross fertilization of ideas. It also creates an
internal environment favourable to the survival of new ideas. The greater the level of
communication between association members and/or the association executive, the higher
the level of sustainability, adaptability and innovation. Internal communication might be face-
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to-face, emails, teleconferences, newsletters, websites, etc. Communication might be from
the association itself out to its members. It might be from the members back to the
association. Or it could be between association members. Further, internal communication
can be formal or informal.

Recommendation 24:

a. Itis desirable for any group to begin its life with members in a face-to-face workshop,
establishing a sense of inclusion as well as protocols for internal communication.

b. Once interpersonal relationships have been established (though not before) other
forms of internal communication, including a range of digital tools, can be brought into
play.

c. As much effort needs to be put into mechanisms whereby members can communicate
with their association as is put into the association’s communication with its members.
To ensure the messages are received, aimed for multiple methods, multiple times.

d. Shared language can be developed through the sharing of stories. By having older
members share their oral histories, newer members developed an increased
appreciation of the work of the association that preceded them.

e. Include, as part of an annual audit, an internal survey of member’s satisfaction with
the frequency, content and media of internal communication, seeking suggestions for
improvement.

Performance measurement:

Healthy industry associations have a purpose and a series of goals that direct all activity.
Further, healthy industry associations monitor and evaluate association performance against
that purpose and goals. The more frequently this is done, the more this is operationalised as
normal practice, the smaller the adjustments that will need to be made.

Recommendation 25:

a. Establish annually your association’s ‘big rocks’ — the strategic goals to be achieved.
Decide upon what will be measured. The ideal is multiple measures, using multiple
methods, taken multiple times...

c. Create the role of Monitor whose role it is to report, for both short-term events (such
as each meeting) and long-term events (such as each year’s program) on ‘what
worked?’, ‘what didn’t?’, ‘suggestions for improvement’ and ‘what can be learned
from these observations’.

d. Ensure the necessary resources are in place, activities planned and undertaken,
desired effects identified, goals nominated and end-state or vision described and
agreed.

e. Adjust as required.
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Continuous improvement:

Healthy associations are constantly reflecting on their own performance and looking for ways
to improve. This is a deliberate and conscious strategic activity aimed at enhancing the
association’s performance and ensuring its survival.

Recommendation 26: Adopt a process of continuous improvement. The Experiential
Learning Cycle, offered in Appendix 8, provides a conceptual framework for
continuous improvement. Itis exactly the same model that an association can use for
Action Research (discussed elsewhere in this Report).

Financial considerations:

An industry association needs funds in order to carry out its business. Those funds, which may
come direct from members, or from other sources, are sometimes adequate for the
association to conduct all of its desired activities. Sometimes the funds are inadequate.

Recommendation 27:

a. Conduct an annual audit of the association’s financial affairs with a view to assess its
capacity to fund the forthcoming year’s program of work.

b. Where the funds are insufficient, the association has three possible choices: (i) raise
more funds to meet its work aspirations, (ii) reduce its work aspirations to meet the
available funding, or (iii) where the expenditure is regarded as necessary, urgent, and
one-off, perhaps to go into debt for an agreed period, supported by a plan to get back
to surplus. Any of these three courses of action would be of considerable gravity and
not undertaken without the blessing of the full membership.

c. Avoid dependence upon government funding. Where associations do receive
government funding, establish a strategy for weaning the association from this
dependency.

d. Aim for direct allocation of funds from members to association.

Pitch the funding at a level that (a) members can presently afford, and (b) that is
sufficient for the association’s present goals.

f. Avoid flat-fee funding. Aim instead to pitch membership fees as a percentage of
turnover. Avoid a direct relationship between fees paid and level of association
influence.

g. Aim for some separate sources of income, provided they don’t distract. For example,
what skills or resources do members hold that might be contracted out through the
association, to benefit both association and member?

h. Set an annual set of objectives, an accompanying budget and seek funds and set fees
accordingly.

i. Aim for a minimum of 12months reserve.
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Major challenges

Perceptions of major challenges varied considerably. Interviewees were more inclined to talk
of challenges facing the industry, more so than those facing the associations. Some themes
emerged frequently. Among them are industry stagnation or decline, financial fragility,
difficulties in attracting new blood, particularly into leadership roles, green tape, marine parks,
and resource access.

Recommendation 28

a. As part of its annual strategic plan, identify the four areas of Strengths, Weaknesses,
Opportunities, and Threats

b. Inresponse to each of these four, (a) change the association to maximise its
exploitation of any or all of these four, or (b) try to influence any of these four to
maximise the benefit to the association or to minimise the cost.

Suggestions that will lead to a healthier association.

Interviewees varied considerably in their suggestions for fostering a healthy industry
association. Some common themes include the need for new blood in the governance
structures, healthy informed participating membership, including those whose contribution is
sweat equity, fresh and progressive leadership, valued goods and services delivered to
members, financial stability and professional systems of governance.

Recommendation 29

a. Identify, for your association, members of the eight stakeholder groups or people who
might speak for them.

b. Independently invite members of the eight stakeholder groups to provide ideas on
improving your association.

¢. Pool and publish those ideas.

d. Act on those that have the greatest strategic value.

External contextual factors

In addition to the internal contextual factors listed and discussed in the main body of this
Report, there are a number of external factors that impinge upon society generally and
therefore impact directly or indirectly on an association’s capacity to build long term viability.

Recommendation 30: Identify and acknowledge these threatening external factors
and find ways to either (a) minimise or neutralise their negative effect upon the
association, or (b) creatively turn these trends to the association’s advantage.
Recommendation 28 also applies here.
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8. Benefits and Adoption

Benefits and adoption Identify the sector(s) of the industry
and/or community that will have benefited
directly from the research. Quantify the
difference in terms of prices (e.g. quality,
market penetration, user satisfaction),
costs (e.g. productivity), non market
benefits and/or catch that the adoption of
the research results will make. State how
benefits and beneficiaries compare with
those identified in the original application.
Describe adoption of the research by the
identified beneficiaries.

The outcomes from this research have been presented in a series of workshops, with one
workshop in each State or Territory where there is an aquaculture, recreational and wildcatch
fishing representative body.

The feedback from the Workshops is reported in Appendix 16 of the full Report and represent
the range of thoughts and the learning that can be taken from this research when members of
fishing industry associations have the opportunity to be exposed to the research. There is
further demand, beyond those that attended the Workshops, for the presentation of the
findings of the research, but given the traditional challenges of distance and seasonality of
various industry sector activities which meant that some that were very interested in the
researches findings were not able to participate in the limited workshop program.

There are many groups that are either seeking to establish themselves to better represent
remote or regional industry groups or which are active but are seeking greater improvement in
their governance and organisational effectiveness. Industry associations at all levels within
Australia are increasing facing the challenges of how to identify the needs of and represent the
interests of their members. The means to achieve this has been recognised by those that have
participated in the research extension program to date.

A series of brief articles outlining the research and its findings have already been used by
several industry associations to introduce the concepts from the research to their members.

The associations that have participated in the learning and adoption of this research are
reported in Appendix 16.

The research has also attracted attention from Government fisheries management agencies
and is providing a basis for evaluating the capacity and standards of performance that industry
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associations should adopt in order to demonstrate their capacity as effective representative
bodies to be engaged in the co-management processes adopted in the various jurisdictions.

The FRDC has recently commissioned a project to investigate the establishment of an industry
peak body for the State of Queensland. One of the authors of our Australia-wide project has
been supporting that more recent Queensland project. Further, there is currently before the
FRDC an application to investigate the establishment of a NSW industry peak body. Both of
the authors of our Australia-wide project are listed as contributors to that State project. And
following the exposure by some of their members to new meeting skills, introduced as part of
the State by State workshop roll out of our research findings, the WINSC has requested a

meetings skills workshop as an adjunct to the 2013 Seafood Directions Conference.
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9. Further development

This research has been funded by the industry through their FRDC contributions and matching
Commonwealth funds and its content substantially provided by industry members. The
findings from this research are being provided in a variety of formats, some concise, others far
more detailed. The recommendations from this research, if applied as suggested, will lift the
health of any industry association. The industry itself is responsible for considering the
application of these ideas into every association. How might this be done?

The industry has a number of leading agencies of which the FRDC is one. The industry also
provides leadership training programs. Both represent points of leverage, as do government
agencies. Any industry sector or association seeking support needs to be confronted with the
question: ‘Have you applied these recommendations?’ Leading agencies, governments and
training programs need to think hard about the value of providing support to any association
that answers ‘No’ to this question. Associations that are unable to help themselves are
unlikely to be the best investment targets.

The demographics of the industry are changing. There are an increasing number of licence
holders who are no longer active fishers. They are now investors. Those who are active fishers
are increasingly aging. The number of younger licence holders entering the industry is in
decline. The number of family-based enterprises is also in decline and the number and size of
corporate players are increasing. And these corporates are not necessarily Australian owned.
As a collective result of all of these factors, the current governance structures of the industry,
largely built around associations, must inevitably change, perhaps dramatically.

These factors emerged as a result of the present research. They were not its central focus.
We recommend that research is needed now into the factors that will potentially shape the
future of the Australian seafood industry in the next ten to twenty years. If we are aware of
the opportunities, the favourable winds, the squalls and reefs ahead of us, we then have a
choice to steer a more judicious course.
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10. Planned outcomes

Planned outcomes Describe how the project’s outputs will
contribute to the planned outcomes
identified in the application. Describe the
planned outcomes achieved to date.

[Our application did not specify any outcomes. We specified the outputs below.]

The beneficiaries of research outputs will be the whole industry. Outputs will include:

e Analysed and interpreted data exploring reluctance of fishery members to
engage with their association or step into representative roles.

e Analysed and interpreted data on innovation within associations.

e Insights into other non-fishing industry associations and how they maintain
membership, leadership and succession.

e Aset of legal / constitutional recommendations to embed leadership renewal
and succession.

e A package of action-research tools for use by any association to foster
innovation.

e A package of action-research tools that foster effective member engagement
and participative conversations.

All of these outputs, with the exception of the legal/constitutional recommendations (which
were waived with FRDC approval) are in the full final report.
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11. Guidelines to facilitate extension and adoption of this
resource Kit to subsidiary industry associations.

We have conducted workshops in 7 locations. [See Appendix 16 for reports and feedback on
each of these workshops.] We have provided a summary presentation of our research findings
at the 2013 Seafood Directions National Conference. We have produced various versions of
our research report, some shorter, some longer, together with 28 short articles suitable for
industry news-letters. We have provided a digital copy of our report to each participating
association, on a CD containing all versions plus the media articles. We have produced 150 of
these CDs for distribution through the FRDC. All material generated by the research will be
available of FRDCs website.

The seven workshops conducted across the country confirmed the value to the industry of new
and more engaging meeting processes and techniques. At the 2013 Seafood Directions
Workshop, we offered a workshop specific to the acquisition of these tools, which are also
outlined in Appendix 5.

There are a number of agencies, such as the FRDC and various levels of government, which
interface with industry associations. This present research needs to be ‘front-of-mind” when
they are working with industry associations. Any association that seeks support needs to be
asked: ‘Are you implementing the recommendations from this research?’ Where the answer is
‘No’, the agency should think very hard about the value of continuing to support that
association.

You cannot strengthen the weak, by weakening the strong. You cannot help men by
doing for them that which they should be doing for themselves.

Abraham Lincoln.
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12. Summary Conclusion

Australian fisheries are natural systems. Yet the Australian seafood industry is first and
foremost a social system. That large system is broken down into industry sectors. It is further
broken down into industry associations and then down to individual enterprises then
individuals. Each of these systems is nested in larger systems. At the heart are ordinary
people, individuals who decide whether or not to invest their precious time, energy and
money into their industry.

So the story of ‘Healthy Industry Associations and Leadership Succession’ is a story about
human behaviour, human strengths and human weaknesses.

The array of systems within which any industry associations is embedded has factors that
impact upon any association. Some of these factors lie within an association and are in its
capacity to influence. Some of those factors lie outside of the association and, if acting alone,
are beyond its capacity to influence. Yet, when acting in conjunction with other associations,
up to the level of a national peak body, the influence capacity increases.

All objectives of this project, with the exception of obtaining legal advice on associations, have
been met. This research offers 30 sets of recommendations that will strengthen the health of
any association, and raise considerably its capacity to recruit and grow new leaders.
Importantly, almost none of these recommendations require financial outlay. Equally
importantly, every one of the recommendations requires individuals to change behaviours;
behaviours that may have become embedded unconsciously perhaps for generations. So can
the individuals within associations make these changes in behaviour?

There is an old adage that says: ‘Whether | believe | can or | believe | can’t, I’ll be proven right!’
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13. Participating associations:

We are extremely grateful for the support of the associations listed below and the 70
dedicated people who freely shared their experiences, perceptions and wisdom during the
interviews. Without their generosity this research would not have been possible.

No Association

1 National Aquaculture Council

2 Queensland Aquaculture Industry Federation

3 Australian Prawn Farmers Association

4 Western Australian Fishing Industry Council

5 Western Rock Lobster Council

6 United Mid-West Fishers Association

7 Wildcatch Fisheries South Australia

8 Southern Fishermen’s Association

9 South East Professional Fishermen’s Association
10 Tasmanian Association for Recreational Fishing
11 TAS Aust National Sportsfishing Assoc

12 SA Aust National Sportsfishing Assoc

13 New Zealand Seafood Industry Council

14 Canadian Aquaculture Industry Alliance

15 Newfoundland Aquaculture Industry Association*
16 National Federation of Fishermen’s Organisations, North East Branch — UK
17 CaneGrowers Qld

18 CaneGrowers Tableland

19 Traprock

20 Central Highlands Cotton Growers & Irrigators Association
21 Northern Territory Horticultural Association

22 Northern Territory Agricultural Association

23 Perfect Ports Association*

24 Australian Seafood National Peak Body*

Please note: This Report draws from twenty two participating associations listed above. Each
has given approval for their associations to be identified. As an aid to readability, the numeric
code of each association is applied to all quotes from that association.

* The last two associations on this list do not exist. They are a fictitious ideal offered to
stimulate thinking.
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14. Introduction:

This research was commissioned by the Fisheries and Research Development Corporation
(FRDC).

The FRDC recognises the importance of leadership development and has invested heavily in
the development of future industry leaders. Yet, within individual associations there may be
invisible reasons why this investment is less than fruitful.

The structure and administrative mechanisms that exist within peak and sector bodies has a
direct influence on the level of engagement with the fishers represented. Where an
organisation is seen as effective, with the human and organisational capacity to communicate
with its members and represent their interests to other groups - such as management
agencies, advisory committees, other sector or representative bodies, then it is more likely to
be attractive to its members and more likely to attract fishers to be involved in that body's
range of activities. Conversely, where members feel that their association is not effectively
run, or that ordinary members do not have a voice, those ordinary members disengage.

The ability to attract new or younger members and to provide a pathway for increased skills
and involvement will lead to renewal and innovation in representative bodies that are able to
lead their sectors in both engaging other stakeholders and interests, as well as building the
services and facilities that can be offered to members. Critical to attracting members is the
capacity for the organisation and its current leaders to recognise and reward the thoughts and
views of new or formerly less active members and consequently empower them to take on
leadership roles into the future.

While much is talked about leadership development, often there are subtle and institutional
impediments to those who bring new ideas or propose a change of emphasis or direction.
These unintended impediments need to be identified and then removed. So organisational
design, practices, procedures and development are all key to encouraging fisher engagement,
leadership succession and growth in industry bodies.

Hence the full title of the FRDC-sponsored project is: A program to enhance membership
participation, association health, innovation and leadership succession in the Australian fishing
industry (Short title - Healthy Industry Associations and Succession).

There are three major sectors in the Australian fishing industry: commercial (including wild-
catch fishing and aquaculture), recreational fishing, and Indigenous customary sector. In
addition, there are a large number of fishery or species specific sectors. Our research design
sought to tap into the commercial and recreational sectors at three levels: peak body, sector
body and local body. Further, the research design sought to tap into four different Australian
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States. The researchers recognised the merit in learning from other associations outside of the
Australian fishing and seafood industries. So, in order to gain insights valuable to the
Australian fishing and aquaculture associations, the research also examined four seafood
associations internationally, as well as six case studies on Australian primary industry
associations that lie right outside of the sea-food industry. In total, the research created
twenty two case-studies of which 12 are from the Australian seafood industry, four
international, and six other primary industry associations, drawn from horticulture, animal
husbandry, and broad-based cropping.
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15. Emerging insights

As the research proceeds, certain insights emerge, insights that go beyond the initial research
parameters. These insights are a distillation of what people told us, revealing the unconscious
and underlying patterns. These researcher insights are written at the completion of all twenty
two case studies.

I . Associations are first and foremost social systems.
‘nterest in joining an . .
J g They are a collection of volunteers gathered into an

association 1s, for a entity that seeks to serve the collective interests. Yet

potential new membetr, the participation of each person is a totally individual

always tentative. First decision. Members are free to engage or disengage at
Iimpressions will often any time. If the association is serving the unconscious
determine a person’s needs of each individual, that individual is more likely
decision to engage or to stay engaged. The more an association meets a
not. person’s interests, the more engaged they are likely to

be. The reverse is also true.

There are individual differences in people’s needs. Those needs fall into three broad
categories: need for affiliation (social need), need for achievement, and need for
power/status. We each have all three needs within us, though one is stronger than the other
two. An association might be adequately serving the needs of one individual whilst not
satisfying the needs of another. We found some associations whose strength was in serving
the social needs of members; we found some associations whose primary focus was aimed at
achievement of strategic goals; we found some associations that principally served to satisfy
the need for power/status of a few.

Interest in joining an association is, for a potential new member, always tentative. First
impressions will often determine a person’s decision to engage or not. Yet paying attention to
the feelings and needs of a potential new member was explicitly expressed by only one
association. We suggest it is an area where very little investment can return high rewards.

One way of helping Associations are vehicles intended to protect and enhance

a new person to feel members ‘rights’. Yet like a coin that has two sides, ‘rights’
included and cannot be claimed without a commensurate contribution of
welcome is to give ‘responsibilities’. A new member is often ‘sold’ on the basis of

them a small job, their ‘rights’, Yet, very few associations, at the point of signing
up a new member, outline the responsibilities expected of a
new member, beyond the fee that is payable. Yet, itis rarely

money that causes associations to thrive or fail; it is the

not to be done alone,
but shoulder-to-
shoulder with

capacity to shoulder the responsibilities.
existing members.

2011/410: Healthy Industry Associations and Succession. Dec 2013 Page 52



Healthy Industry Associations and Succession
Final Report

People, who choose to join an association, start from a psychological position of asking
themselves whether or not they want to be included; by assessing whether or not they are
made to feel welcome. One way of helping a new person to feel included and welcome is to
give them a small job, not to be done alone, but shoulder-to-shoulder with existing members.
Something as simple as: ‘Can you give me a hand to set-up the tables, please mate?’ People
are happy to be asked. It gives them something to do, that dissipates their nervous energy as
an ‘outsider’, suddenly making them an ‘insider’.

Most associations ask nothing of their ordinary members, other than a membership fee, until
the AGM. At the AGM, people with very little exposure to the inner workings of the
association, are asked to nominate for positions on the Board, to suddenly step into an
unknown arena of knowledge, time commitment and responsibility. For most, this is a step
too far. For associations that adopt a deliberate strategy of sharing responsibility and growing
people from Day 1, finding office bearers is far less difficult.

The success of an association is often dependent upon the personal skills of certain competent
and dedicated individuals. Put a different person with a different skill set into a particular role
and the results could well be quite different. Where the success of an association is
dependent upon particular personalities, the association is vulnerable. Reduction in that
vulnerability can be achieved by converting anything that requires strength of personality into
a process or procedure that is transparent and impersonal. Codes of conduct and conflict
resolution protocols are good examples.

Associations are social groups. Social groups can develop their own culture, an unconscious
suite of behaviours that guide the behaviour of everyone whilst they are in the group. The
cultural norms of behaviour within the group are often different from the behaviours that are
otherwise normal for any one of their members outside of the group. Think Federal
Parliament. So where the group culture is caring and supportive, a new member will learn to
be caring and supportive whilst in the group, even where that is not their normal behaviour.
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Similarly if the culture is perceived to be autocratic, a new President will learn that behaviour
as expected, even where that is not their normal style. The culture within a group is often
established by one or two influential members. Surprisingly, once established, the culture of a
group will endure, long after those influential individuals have departed. So, for example, an
authoritarian leadership style can be perpetuated by people who are not, in other settings,
authoritarian. Rarely is the culture, how we do things around here, challenged or questioned.

The culture of a group tends to be invisible to established members. However, it is very visible
to new members, who come with fresh eyes. If the culture says: ‘New ideas are welcome’,
people will learn to contribute. If the culture signals (and many do) that new ideas are not
welcome, they are unlikely to be forthcoming.

Leadership within associations is a two-edged sword. It is an act of civic responsibility. It is
also an act of denying someone else the opportunity to gain civic experience. The more that
civic experience is shared, the healthier is the association. Leaders acquire confidence,
experience and knowledge. The longer they are in the role, the more of each they acquire.
And these three facets of leadership are barriers to anyone else stepping into the role. The
longer that leaders are in the role, the higher the barrier to succession. Leadership bestows
status, bringing social reward to those for whom this is an important motive. And the more
this is the case, the weaker is the association. Sure, new people cannot do it as well as
experienced people. That will always be a universal truth. It should never be an excuse not to
give someone with less experience an opportunity to hold an important association role.

It is the culture of some associations that leadership is
For associations that . .

a privilege and responsibility to be shared. As a result,
adopt a deliberate there is a regular turn-over of leaders. Other
strategy of sharing associations have a culture in which leadership is
responsibility and tightly held by a few over a lengthy period. None of
growing people from the associations we reviewed had an exit strategy for
Day 1, finding office its leadership. None of the associations we reviewed
bearers is far less had a conscious leadership succession plan. Only a
difficult. very few of the participating associations had fixed

and non-renewable terms for executive roles.
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The absence of anyone to succeed them is the rationale for incumbent leaders’ failure to
step down. It is a questionable rationale, not because it isn’t true, but because it guarantees
itis true. Itis the failure by the leadership to invest in follower development, confidence and
knowledge, the failure to grow tomorrow’s leaders. And that is commonly underpinned by a
culture within which failure to foster shared responsibility from Day 1 is the root cause.

With respect to the benefits gained by members in belonging to the association, a large
number of interviewees talked of the association delivering ‘value’. Despite the wide
recognition of this being an association’s primary function, we came across only one
association that ‘sold’ itself to potential and current members on that basis. There are two
‘unique selling propositions’ (USPs — marketing jargon) that associations could be making
explicit to a potential member. The first is that the association is a natural extension of your
business, and is a vehicle that adds value to that business. Second, ‘Here is the value that the
association adds to your business’ — explaining in financial and non-financial terms what each
member is getting in exchange for their membership subscription and in-kind contribution.
(For recreational fishing associations, there are non-financial USPs that are just as valid). If an
association finds itself unable to make this market pitch because it is not adding that level of
value, it should seriously consider winding up.

What are our Most associations commenced due to some particular

objectives for the opportunity or threat (normally the latter) that was better
year? What funds

are required to

handled collectively. Over time, the circumstances may
change, rendering the association less clear about its

. direction. Healthy associations consult actively and regularly
achieve those? with their members as to the appropriate purpose for their

What quantum of association. When it is the current membership that

fee is therefore establishes the purpose, they are more likely to own it. And
required from each when that purpose is broken down into a number of strategic
member? goals, then the association has some specific targets towards

which it can be proactive.

Associations usually begin as a coalition of volunteers with shared interests. The increasing
complexity of the world in which associations operate changes the skill sets required. So
associations that survive that increasing complexity can only do so by becoming more
professional. That often means employing part-time or full-time professional staff. Further,
associations often seek to deal with governments. And governments are less and less willing
to deal with amateur organisations. The ‘big-end-of-town’ is much more comfortable talking
with the ‘big-end-of-town’. This is another reason why the more successful organisations
engage full-time professional staff, able to talk with government eye-to-eye. And this
increasing complexity of an association’s business can lead to ordinary members disengaging
from the association, at least psychologically, since they find themselves unable to keep
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abreast of the complexity, preferring instead to defer to the professional staff the association
has engaged for that very purpose.

The budget of an association should be subsidiary to its purpose. Not the other way round.
That means that the subscription need not be fixed. Rather the conversation goes as follows:
What are our objectives for the year? What funds are required to achieve those? What
quantum of fee is therefore required from each member?

Associations that are not funded directly by their members are at risk. Particularly vulnerable
are associations funded by government. “He who pays the piper calls the tune”. Association
‘members’ who are not directly financing their association are less likely to be committed to
‘their’ association, and the association is less likely to be committed to them. Governments
often create and/or support associations in order to have a united voice with whom to
communicate and consult. Yet, like any good ‘parent’, it is government’s responsibility to
wean the association ‘child’ from the government funding ‘teat’ and to foster the internal
capacity of associations. And it the association’s responsibility to seek such weaning. As
Abraham Lincoln is reputed to have said:

You cannot strengthen the weak by weakening the strong;
You cannot help people by doing for them what they can and should be doing for
themselves.

No association is perfect. Many of the imperfections of an association are within its capacity
to fix. Howeuver, it is unlikely this will occur unless an association adopts a culture of
performance management (a logical extension of goal setting) and continuous improvement.
Associations that constantly place every facet of themselves under review, and engage all of
their members in that process, remain fluid and adaptable; able, in most cases, to withstand
any shocks the external environment throws at them.

Nothing is forever. There are very few associations anywhere in the world that are over 100
years old. Associations form because of a felt need, respond to that need, then either reinvent
themselves in some continuous fashion as circumstances change or they die. And, unless they
have adopted a deliberate process of performance measurement and continuous
improvement, that death is inevitable. The culture becomes ossified; the external world
changes, and the association fails to adapt.
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16. Literature review

In our original proposal to the FRDC for this project on healthy industry associations and
leadership succession, we offered to conduct desk research on innovative industry
associations, fishery and others, to determine what could be learned.

To this end, we began with a search through the University of Queensland of the international
database ProQuest Social Science Journals, under the key words of ‘voluntary associations’ and
‘leadership succession’. This revealed hundreds of articles from which we extracted a number
that seemed helpful. We did not find any articles specific to fishing associations.

The ideas extracted provide a theoretical canvas against which the twenty two case studies
can be better understood. Extracts and comments drawn from this literature review appear
throughout the Report. A list of references is offered at the end of this Report.
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17. Definitions

To avoid potential ambiguity and uncertainty, it is useful to define the key terms used in this

Report. Of particular importance are the terms, association, conservatism, creativity, fitness,
health, innovation, resilience, social capital, system and succession. Other important terms in
this report will be defined at the points at which they first occur.

For the purposes of this Report, an association is a not-for-profit incorporated legal entity,
operating on behalf of its members, who pay, directly or indirectly, a membership fee as one
of their conditions of membership. All associations examined for this research served the
interests of one or more sectors of the fishing and aquaculture industries, or, for comparison
purposes, a number of non-fishery primary industries.

Conservatism, according to the Collins English dictionary means: 1: Opposition to change or
innovation; or 2: A political philosophy advocating the preservation of the best of the
established order of society and opposing radical change. Plowman (2009) reveals that human
evolution has prized and rewarded conservatism over innovation for the past 90,000 years; yet
today innovation is more necessary than ever.

Feist, (1998) defines creativity as thought or behaviour that is regarded by others to be both
original and useful. Creativity is an inseparable part of radical innovation; the latter is
impossible without the former. In other words, radical innovation is the operationalization of
creativity. To suggest that a person is innovative is to suggest that they are creative and can
put that creativity into operation, or that they can put into operation someone else’s
creativity.

Fitness is used in an evolutionary sense. Any organism, be that a fish, a person, an association
or a nation, survives and thrives because it is compatible with its external environment. Itis
the external environment that provides the inputs that enable the organism to survive. Any
organism is also competing with other organisms for those external inputs. So successful
organisms are often those that create their own ecological niche, a particular habitat in which
they are specialised, to reduce competition for those essential inputs. This strategy can be
locked in when the external environment is stable. However, for associations to maintain
fitness (namely the ‘fit’ between the organism’s characteristics and the external niche
environment — camouflage is a good example), when the external environment changes, the
association needs to change too. For associations, what this means is that yesterday’s
successful way of operating may no longer be appropriate for today or tomorrow.

The term healthy, as used in this Report and the research that underpins it, refers to those
conditions within an association, both immediate and long term, that are supportive of its
capacity to do its job, to maintain its ‘fit’ with the external environment, and which lead to
member satisfaction. In contrast, an unhealthy association is one its members are less willing
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to support, which is no longer receiving the blessing of the external world, which is no longer
able to compete for scarce and diminishing resources, and/or which is unable to make
continuous adjustment necessary for goodness of fit.

Innovation concerns those behaviours and social processes whereby individuals, groups, or
organizations seek to achieve desired changes or to avoid the penalties of inaction (West &
Anderson, 1996). Damanpour (1991) refers to two distinct forms of innovation: radical
innovation which produces changes in idea, activity or process and represents a clear
departure from existing practices; and incremental innovation which results in little departure
from existing practices. Kirton (1994) has a similar notion when he differentiates between
innovation — doing things differently, and adaptation — doing things better. Successful
innovations are those that strengthen the ‘fit’ between the organism and its external
environment.

This report embraces the Damanpour concepts of innovation, from the radical to the
incremental. Of core interest is the question of why some associations are thriving through
initiation or embracing of change, whilst others seem reluctant or unable to embrace the
necessary behavioural change.

The terms creative and innovative are sometimes used interchangeably. We suggest that
creativity lies within an individual. It begins with an idea in someone’s head. That idea is then
given expression either via words, behaviour or artefact creation. An industry or its
association can never be creative, only an individual or individuals can be. Innovation is what
occurs in turning that creativity into something of use. The process of innovation can be done
by one or many. Hence it is possible for an individual to be creative but not innovative (since
they can have an idea that they express but do not operationalize); it is possible for an
individual to be innovative but not creative (since they can operationalize someone else’s
idea); it is possible for a group to be innovative, but not for it to be creative. The potential
confusion between the terms creative and innovative is widespread. For example, the
adoption literature describes the various stages through which an idea is taken up by a
population, where the stages are collectively known as the adoption curve. Those who
originate an idea are known as innovators (Rogers, 1995). In the sense that the terms are
being used in this report, they might more appropriately be called creators. So creativity is
actually a subset of the innovation process. We can have creativity without innovation but we
cannot have the reverse.

Resilience is a term that is currently in vogue. According to the Collins English dictionary, it
means returning to the original form or position after being bent, compressed, or stretched.
So a resilient association is one able to recover after a set-back. Note that an association can
be resilient though not innovative. An innovative association would, after a set-back, and
unlike a resilient association, emerge in somewhat different form.
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Social capital is a term that parallels ‘working financial capital’ (the amount of money one
might have in the bank) or ‘physical capital’ (the value of one’s boat and associated
professional equipment). Social capital is more intangible and refers to the networks of
people that collectively might add value to an individual, an association, or a community.
Putnam (2000) coined the term social capital, and suggests it comes in two types: (i) bonding
social capital — the extent to which one has very strong local ties, and (ii) bridging social capital
— the extent to which one has networks that extend remotely, both geographically and across
disciplines and interests. The glue that gives effect to social capital, either bridging or bonding,
is ‘trust’, the confidence that other members of the network will behave in a predictable way.
In other words, social capital is an expression of relationship confidence (Brettell, 2005). Both
aspects of social capital are always at play, because individuals operate within nested
hierarchies of identity that allow them to locate themselves in different communities at
different times (Brettell, 2005). It is possible for some associations to have high bonding social
capital and low bridging social capital. The reverse is also possible. And some would have
both. Plowman, Ashkanasy, Gardener and Letts (2004) found that bridging social capital is a
stronger predictor of innovation, and that strong bonding social capital is an inhibitor. Why?
Because bonding social capital drives group conformity and blocks individual creativity and
hence innovation. Groups with high bonding social capital are often conservative, and
members place a higher value on belonging than they do on doing something that no-one else
is doing.

Social licence is a term that has come into prominence in the last decade, particularly in the
resource sector. The ‘court of public opinion’ can be a harsh assessor of the rights on any
enterprise to carry on its business, particularly when that business involves the extraction of a
community resource, or having an impact upon the environment. By virtue of the pressure
that the general public can bring to bear on political systems, on regulators, and on legislation,
any enterprise can find its ‘social licence to operate’ is threatened or even removed. An
enterprise, an association or an industry can protect its social licence by being alert for early
public relations signals, addressing emerging issues internally before change is forced
externally, and by maintaining a positive and proactive image in the media.

Sweat equity is a different form of equity than financial equity, Whilst the latter refers to one’s
legal right to ownership of something tangible or intangible, such as a fishing licence, the term
sweat equity is used in relation to an arguable moral right to something tangible or intangible.
For example, a licence or quota holder has financial equity in a particular fishery; a skipper or
deckie who hold no licence or quota rights might argue on their moral right to sweat equity by
virtue of the work they put in. Any enterprise needs both form of equity to survive.

Any association is a system. A system is defined by its attributes. Its identity is created by its
having a clear boundary between itself and the environment within which it exists. The system
extracts inputs from its external environment, treats those inputs with internal processes that
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result in benefit to the system, and then deliver outputs back into the external world. Those
outputs are what often encourage the external world to continue to provide inputs. And every
system, be that a fish, a human, or an association, is always under threat from the external
world. So a healthy association is one that is able to attract sufficient inputs, has a clearly
defined boundary it is able to protect, has efficient and effective internal processes that are
beneficial, and which delivers valued outputs back into the external world. And it can do all of
this whilst adjusting to changes both internally and externally.

Succession, in this document, is the term used to describe renewal of association leadership. It
is the process within which new members are welcomed, grown in confidence and experience,
are offered greater responsibility to the point where they are willing and able to step into a
leadership role. Since all associations exist in a hierarchy (think local commodity bodies, to
regional or sector bodies, to peak bodies), succession is also the process whereby leaders at
one level are promoted to be representatives at a higher level, and so the process of
succession continues.

T0ES YOUR ASSOCIATION WAE
NON: MEMBERS. WHO CET THE BENCFITS
WITHOUT TOING ALL THE HARD WORK.?

In order to be healthy, an association requires some blend of conservatism (stability),
resilience, the capacity to bounce back after a set-back, and innovation, the capacity to change
and adapt to emerging circumstances. A prerequisite to health is the capacity of an
association to maintain its fit with the external environment upon which it totally depends.
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18. Internal contextual factors

Because an association is a system, as defined earlier, it has a boundary, it has inputs from the
external world, it has internal processes, and it has outputs that it delivers back to the external
world. For any association executive or membership wishing to enhance the health of its
association, the prayer of St Francis of Assisi is instructive:

Grant me the serenity to accept the things | cannot change,
The courage to change the things | can,
And the wisdom to know the difference.

Based on the definition of system, association executives have more influence over issues that
are internal than over issues that are external.

Damanpour (1991) conducted a meta-analysis of forty six research articles on organizational
innovation, examining internal contextual factors that appeared to be supportive. Table 1
illustrates the internal contextual factors that his research found to foster innovation in
organizations.

Table 1: Contextual factors that foster innovation in organizations.

Characteristic Reasons for Contextual Importance in Fostering Innovation
Availability of a A greater variety of specialists would provide a broader knowledge
Variety of base and increase the cross-fertilization of ideas.

Specialists

Clusters of Coalitions of professionals in differentiated units can cross fertilize
Specialists with like minds and increase their leverage for influence.
Continuing Increases boundary-spanning activity, self-confidence, and a
Professional commitment to freshness and growth in ideas and practices.

Development

Informality Flexibility and low emphasis on rules facilitate innovation. Low
formalization permits openness, which encourages new ideas and
behaviours.

Decentralization of | The concentration of decision-making authority prevents innovative

Power and solutions, while the dispersion of power is necessary for innovation.
Decision Making Participatory work environments facilitate innovation by increasing

organizational members’ awareness, commitment, and involvement.
Managerial Managers' favourable attitude towards change leads to an internal
Attitude Towards climate conducive to innovation. Managerial support for innovation
Change is especially required in the implementation stage, when co-

ordination and conflict resolution among individuals and units are
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essential.

Freshness of

Management and

The longevity of managers in their jobs provides legitimacy and
knowledge of how to accomplish tasks, manage political processes,

Leadership and obtain desired outcomes. In contrast, new management and
leadership can usher in new ideas.

Technical The greater the technical knowledge resource, the more easily can

Knowledge new technical ideas be understood and procedures for their

Resources development and implementation be attained.

Administrative
Intensity and
Capacity

A higher proportion of administrative capability facilitates innovation
because the successful adoption of innovations depends largely on
the leadership, support, and co-ordination that managers and
infrastructure provide.

Slack Resources.

Slack resources allow an organization to afford to purchase
innovations, absorb failure, bear the cost of instituting innovations,
and explore new ideas in advance of actual need.

External
Communication

Environmental scanning and professional activities of members
outside of the association can bring innovative ideas. Innovative
organizations exchange information with their environments
effectively.

Internal
Communication

Facilitates dispersion of ideas within an organization and increases
their amount and diversity, which results in cross fertilization of
ideas. Also creates an internal environment favourable to the
survival of new ideas.

Mulligan (1988) identified what he sees as the reasons for forming a group or an association.

The benefits of the collective include:

(i) Tackling tasks and producing results beyond the capacity of an individual,
(ii) Making more efficient use of resources,
(iii) Minimising responsibility on any one member for achieving the desired outcome.

In other words, sharing the load,

(iv) Increasing levels of commitment, since members keep each other motivated,
(v) Reducing the probability of mistakes through shared judgement,
(vi) Producing solutions that are more creative,

(vii) Easing the sense of isolation of individual members and meeting their social needs

for belonging.
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Yet Mulligan also points out that belonging to a group or association also can have a downside.
Issues to consider include:

(i) Groups can expect conformist or compliant behaviour,

(ii) Personality clashes,

(iii) Group functioning at the level of the lowest common denominator,
(iv) Inappropriate dominance by some members.

In order to improve group health, Mulligan recommends the following:

(i) A common purpose, something to help the group be homogenous and cohesive.
(ii) A means of organisation that helps in the achievement of that common purpose.
(iii) Common recognition by members of group boundaries: who belongs, who doesn’t

and how is membership decided.
(iv) Capacity to absorb and lose members without damaging the group’s identity.

(v) The ability to adapt and grow through the various energy cycles, without losing
integrity and direction,

(vi) Freedom from cliques and sub-groups,

(vii) Individual members who are valued for their individual contributions whilst being
guided by group norms or codes of conduct,

(viii)  The capacity to face discontent and resolve conflict between members.

Plowman et al (2004) examined a number of Australian primary industry associations in order
to understand the factors that made them more innovative. That research used the
Damanpour characteristics as a base. Additional factors, all internal, emerging from that
research that proved important for group health include:

(i) Age of the association. Associations, like humans, have a natural life cycle that
moves from the high energy and optimism of beginnings through the steady
performance and confidence of maturity to the decline of old age.

(ii) Average age of members. The average age of members is strongly correlated with
the speed with which an association can take up new ideas and its willingness to
risk.
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(iii) Diversity of membership. The more diverse the members in gender, age,
experience, ethnicity, education, etc., the more innovative and healthy an
association can be. Too much diversity, however, can destroy the homogeneity
that brings a group into being.

(iv) Goods, services and benefits to members. This characteristic should be central to
why an association exists. It is the tangible evidence of delivering on its purpose,
or on the expectations of its members.

(v) Marketing/public relations/lobbying/political influence. Whilst goods and services
are the concrete benefits an association might deliver its members, an invaluable
intangible is negotiating the right to exist for the association, its industry and its
members. This can be done through (a) marketing, where the association ‘sells’
goods and services to the broader world in exchange for a benefit; (b) public
relations, where the association negotiates with the broader world its ‘social
licence’ to exist (since adverse public opinion can be detrimental to a group), and
(c) lobbying or political influence, where the group seeks to influence external
powers in ways that are favourable to the group.

(vi) Membership strength. The percentage of potential members that are actual
members talks to the legitimacy of the association’s voice.

(vii) Sharing responsibilities. Whilst members expect their association to provide them
with individual benefits, it cannot do so unless the members contribute the
necessary responsibilities, both financially and in-kind.

(viii)  Boundary clarity. This characteristic is particularly important where there are
several or more associations with potential for overlapping or competing interests
or responsibilities.

(ix) Performance monitoring. Healthy associations not only have a purpose to which
they are headed, they also monitor and evaluate performance in order to know
how well they have done. They also monitor the external environment for
opportunities or threats that may require a shift in internal behaviour.

(x) Continuous improvement. Also known as ‘action research’, continuous
improvement is the conscious process of deliberately seeking to improve
everything the association does. This includes constantly scanning the
environment, making small adjustments to better its performance.

In our current research, on which this paper reports, we used a semi-structured interview
questionnaire, based on Damanpour’s (1991) meta-analysis, combined with suggestions by
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Mulligan (1988) and Plowman et al (2004), to examine the contextual factors pertaining to
healthy industry associations. This full list of contextual factors in captured in Table 2 below.

Our research design involved targeted associations that were invited, through their
Chairperson or Executive Officer, to participate. Interviewees were people identified by that
contact person as having a thorough understanding of the industry and the association that
serviced it. Where possible interviewees were also chosen for their diversity of views: gender,
age, length of time in the industry and were members / beneficiaries of an organisation rather
than employed or contracted resources. It is these people who were invited to take partin a
one-hour-plus taped interview. All tapes were transcribed, almost verbatim — slight editing
changes being made to protect identities where appropriate or to improve readability.
Qualitative comments were summarised across all interviewees for each question and
compiled into a single document which captured the qualitative and quantitative health status
and trends of the association. This summary document, the average length of which was 40 to
50 A4 pages, was then sent back, as a confidential draft, to one or two interviewees, to check
on material accuracy and appropriateness. Emerging themes and supporting quotes were
then extracted for inclusion into this aggregated generic Report. Contributing associations are
identified except where what is being reported might show that association in poor light. In
such cases, association identity is removed or disguised.
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19. Interview data

Each interviewee was asked 30 interview questions, where each question explored an area of
health for that industry association. They were invited to provide a score for each question,
ranging from (1) very inadequate, to (7) very adequate. They were also invited to comments
on changes to the question issue over the past five years. Trend scores range from (1)
increased considerably, to (5) declined considerably. Interviewees also made comments in
relation to each question topic.

It needs to be stressed that the interviewees were offering subjective perceptions of the
health of their association that are reflected in their scores; they were not necessarily
comparing their association with any other association. They were merely comparing their
perceptions with what they regarded as desirable. A very healthy association which also
perceives lots of things that need to be done may score itself harshly. A very conservative
association with a limited view of possible improvements may score itself generously.

Each interview was digitally recorded, transcribed, and a Word file emailed back to each
interviewee, giving them an opportunity to review the transcript and make any editorial
changes. Interviews data were then combined into a single report for each participating
association. Individual association reports were not shared outside of each association. Each
individual association report included an association overview, a summary of what
interviewees told us.

With the approval of the participating associations, those association overviews then became a
case study in this overall research Report. In addition, selected quotations were extracted
from individual reports, clustered by interview question. Itis the pictures and patterns that
emerge from these clusters that provide the substance of this research Report.

Listed below are the topics around which the interviews were conducted.

Table 2: Internal contextual factors that foster healthy associations.

Characteristic Reasons for Contextual Importance in Fostering Association Health
Age of the Associations have a life cycle that begins with high energy and growth,
association moves to maturity, and then into decline. Renewal is possible.
Average age of The younger the average age of members, (a) the greater the
members willingness to take risks, (b) the higher the likely level of education,

and (c) the greater the digital technological sophistication.
Conversely, the younger the average of members, the more difficulty
in obtaining participation and commitment.

Diversity, The closer an association gets to equal gender participation, the
particularly gender | healthier in terms of compassion, empathy, and collaboration.
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Clarity of purpose

The greater the expressed clarity of purpose of an association, the
more focussed its efforts.

A means of
organisation

Defined roles and responsibilities ensure clarity and accountability of
effort.

A means of
defining
membership

Healthy associations provide benefits to their members and manage
to do so in a manner that is not available to non-members. The
distinction between members and non-members is clear.

The capacity to
lose or absorb
association
members.

Healthy associations are (a) not excessively dependent for their
existence on any individual(s), and make themselves resilient to the
loss of key people. Nor are they closed to non-members wishing to
join.

Freedom from
cliques or sub-
groups

Healthy associations are free from cliques or sub-groups who wield
unequal power or who have access to privileged information from
which ordinary members are excluded.

A code of conduct

Healthy associations have a published code of conduct that prescribes
the behaviour expected of members.

Capacity to deal
with discontent
and resolve conflict
between members

Healthy association recognise that conflict is normal and have
established protocols in place to deal with it openly and
constructively.

Goods, services,
and benefits to

Healthy associations attract members because the association delivers
to its members goods, services and other benefits that members

members desire and are unable to obtain alone.
Performance Healthy associations have the necessary infrastructure and funds to
capacity conduct the associations espoused business and deliver the benefits

that members expect.

Marketing/public
relations/lobbying/
political influence

Healthy associations are successful in influencing the external world
to look upon them favourably, or at least treat them with respect.

Membership
strength

Healthy associations attract, as members, a large proportion or all
those individuals, enterprises, or subsidiary bodies that they would
choose to have as members, or who would be potentially eligible. The
greater the proportion, the greater the legitimacy of the association’s
voice.

Learning new skills
and adopting new
technologies

Healthy associations ensure that they, and their members, keep up
with emerging technologies and master the necessary skills to do so.

Decentralisation of
decision-making

Healthy associations ensure a broad consultative and decision-making
base. The concentration of decision-making authority prevents

innovative solutions, while the dispersion of power is necessary for
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innovation. Participatory decision environments facilitate innovation
by increasing members’ awareness, commitment, and involvement.

Openness to new
ideas

Healthy associations are not locked into fixed views or ways of
operating. Rather they are willing to be challenged by and to be
receptive to new ideas from any source.

Freshness of
management and

Healthy associations are alert to the dangers of leadership staleness
and encourage a deliberate policy of leadership renewal, independent

leadership of personalities.

New blood Healthy associations maintain vitality by a deliberate policy of seeking
new members, particularly those who are new to the industry.

Sharing Healthy associations ensure that responsibilities are broadly spread

responsibilities

across the membership base rather than falling to a few, and that
those responsibilities are rotated.

Availability of spare
capacity/slack
resources

Healthy associations can be innovative, and have the capacity to
respond to opportunities or threats, only if their capacity is not
already stretched.

Boundary clarity

A healthy association, that is one of a number of affiliated
associations, has a clear understanding of the roles and
responsibilities of each, so that there are no ambiguities of
responsibility.

External
communication

Healthy associations adopt a deliberate policy of continually
communicating with the greater external world with a view to seeking
out ideas for possible adoption.

Internal
communication

Healthy associations adopt a deliberate policy of active
communication internally, using multiple methods, both between
members and between members and the association.

Performance
monitoring and

Healthy associations set themselves goals and monitor how they are
travelling. Areas for assessment could include all of the

evaluation characteristics in this table.
Continuous Healthy associations are not static. They actively seek to improve all
improvement aspects of what they do through a program of continuous

improvement.

It is not suggested that this list of contextual factors is exhaustive. It is merely a list of

characteristics suggested by the literature. Readers will doubtless think of other factors which,

for any particular association, might be equally or even more important.

Each of these listed internal contextual factors pertaining to industry association health is now

considered in greater detail. Quotations drawn from the twenty two case studies illustrate

points being made.
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Age of the association

How old is this association?

The age of an association can have a bearing on its performance. Any group goes through a
series of life-cycle stages (Tuckman, 1965). The first, ‘forming’, is characterised by high energy
and enthusiasm, a period in which people are generally very civil, cordial, and polite. Itis also
a period in which there are no clear rules or clear roles. The second stage, known as ‘storming’
occurs when people start jockeying for influence, start determining roles and have spirited
discussions as to purpose and procedures. It can be a period during which the high aspirations
of the ‘forming’ stages are given a cold dash of reality. Eventually the angst of ‘storming’
settles down, roles and procedures become clearer, and the ‘performing stage’ begins. This
period is one of productivity. As the group matures, the excitement can be replaced by
procedural tedium and the energy wanes. Some members decide to leave or the group makes
a decision to cease, triggering a period of ‘mourning’, where members reflect, often through
‘rose-coloured glasses’ on the good times had and the camaraderie now lost. At this point the
group can cease altogether. Or new people might step up, or a new crisis emerges, and the
whole cycle begins all over. So it is not uncommon for any group to go through these stages
multiple times. Note that, with the entry of just one new person, a group may revert to the
‘storming’ phase, as the new person endeavours to find their place.

. Some group members may become alarmed as the group
A group might - o R

i transitions from the warm glow and optimism of ‘forming’, to the
be considered ) . ., . .
. ) sometimes unpleasant tussle of ‘storming’, the jockeying for
as being in a positions of influence. Attempts can be made to suppress this

growth phase, ‘storming’ stage, moving straight to ‘performing’. However,

a stable mature ‘storming’ should never be suppressed, since it only goes

phase, or a underground, ‘white-anting’ the group’s efforts before breaking out
declining into something far more nasty than may have otherwise been the
Pbgse, case. So rather than be suppressed, the ‘storming’ stage should be

encouraged. The quicker this stage runs its natural course, the
quicker the group can move on to ‘performing’.

Another way to think of the lifecycle of a group or an association is through the concepts of
‘entropy’ (growth), through to ‘maturity’ (stability) and ‘atrophy’ (decline). So a group might
be considered as being in a growth phase, a stable mature phase, or a declining phase. And
which phase a group or association is in is a function of the energy expended. The default
option for any association is death, and for this not to occur, energy must be expended. So an
association comes into being through considerable expenditure of energy fuelled by a sense of
optimism for what might collectively be achieved. Once established, an issue for any group or
association is: ‘what does it have to do to stave off atrophy and death?’
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On generational change, | think, at 49, I’'m the oldest one on the Board now, which is very
disconcerting [to me]. When [ first joined the board | was about 28. | was the youngest person
on the Board. The average Director age has dropped because we lost a lot of the older
members about three years ago; went through a bit of renewal. (4)

I think it’s just a general agricultural age thing. We’re getting old; our members are too. (19)

Well properties being sold, members retiring. Some of the members are getting a little tired as
well. | guess they’ve been doing it for so long, and | guess you do get tired. (19)

When | first joined | was 31 and a lot of us were, and now we’re 50. So there’s a function of
average age of members that affects the association’s vitality and energy. (19)

It might well be asked: ‘How long is an association’s life cycle between its creation and its
actual death?’ This question has no definitive answer, since it depends upon (a) the value that
a group provides to its members, in exchange for which its members are willing to continue to
invest; (b) the effectiveness of that investment, as well as the association’s internal processes,
in keeping the association alive; (c) the nature of the external environment within which both
the association and its members exist, and the external pressures brought to bear on the
association and its members and (d) the speed of responsiveness to any external changes, be
they opportunities or threats.

It seems to go through cycles. What | mean is that there was formerly a quite strong peak
industry body. That could have been because of the issues at the time. And then we went
through some rather prosperous years, so everybody decided that they would just coast along,
do their own thing and it became quite cosy. (7)

Humans often have a predisposition to emotionally applaud the entropy or growth phase of an
association or group, yet a tendency to fight the notion of atrophy or decline. Like the human
life cycle, death is a natural part of the rhythm. Associations will come into existence and
thrive when there is a clear need for their existence. They will cease when there is insufficient
member energy, when the reason for their creation has passed, or when the challenges
imposed by a constantly changing external environment are greater than the association can

bear.
A signal that an So, sometimes, the best thing an association might do is to
association is in acknowledge that it may be coming to its natural end, and to
decline is when it celebrate accordingly; to celebrate the great things it has
struggles to find achieved on behalf of its members and to celebrate the efforts
peop]e to fill of those who made the achievements possible. And a signal
positions of that an association is in decline is when it struggles to find
responsibility. people to fill positions of responsibility.
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Within the third phase of the association lifecycle, ‘performing’, there is an energy cycle. This
energy cycle occurs for every event an association conducts, be that a meeting, a seminar or a
workshop. The energy cycle includes nurturing, when people help each other and share
information; energizing, when members suggest, challenge, decide, plan and prepare;
performing, when the energy of members is directed towards execution of the task; and finally
relaxing, when group members debrief, relax, and celebrate their achievements. This cycle
follows the natural ebb and flow of people’s energy. So it is natural for there to be always high
and low energy points in a group.

In partial summary: Associations have a life cycle and energy cycles that follow a predictable
rhythm. Recognising, acknowledging and understanding where an association is within those
cycles can lead to greater understanding by those charged with its management.

Recommendation 1: Recognize that lifecycle stages and energy cycles are natural for
any group, to acknowledge their inevitability, and to seek to identify where they are at
any point in time in order anticipate the coming phase.
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Average age of members and the age range

What is the average age of members and what is the age-range?

People are social animals who like to associate with people who are similar. So an association
where the average age is 50 and the aged spread is 40 to 60 is unlikely to attract 25 year olds.
Yet the survival of our association and our industry requires that it is constantly renewing itself
through attracting younger members. And those younger members need to feel welcome and
feel that this is a social group with whom they can identify.

All else being equal, youth correlates with innovation due to
exposure to higher levels in both education and technology.

There is reluctance
among Gen X and

There is an inverse relationship between age and willingness
Gen Y people to

to take risks and test new ideas. Older people are, on average,

make any long-term more risk averse since they perceive themselves less able to

commitments or to recover from set-backs. Conversely, younger people are, on
take on average, more willing to take risks and explore options. So the
responsibility. average age of an association’s member base, particularly its

executive, will be indicative of its risk willingness or otherwise.

There will always be members that will never take up new technology. It seems to be in an
aging population in farming that you get that. If we’re running courses, it’s normally the
younger ones that are there. (18)

On the other hand, younger people are less inclined to sign up to membership of associations
(van der Geest & MacDonald, 2008). There is reluctance among Gen X and Gen Y people to
make any long-term commitments or to take on responsibility (Plowman & Winn, 2009). This
lack of willingness by younger people to join associations is in marked contrast to those of the
‘baby-boomer’ generation for whom civic responsibility was always widely accepted. Hence,
associations of all types, whether industry-based, profession-based, community-based, or
faith-based commonly find themselves with an aging membership and an inability to attract
younger members.

This demographic shift is, in part, explained by an economic shift. It was common among
baby-boomers for the male to be the bread-winner and the female to look after domestic
responsibilities. As a result, people had more time to invest in voluntary associations. This
spread of responsibilities is extremely uncommon today in the younger generation, particularly
in Western societies. Increased costs of living, particularly mortgage costs, coupled with the
expectation of instant material gratification, means that today, it is more common for both
adults in a household to be either employed or seeking employment. Women no longer

regard themselves as solely committed to being a home-maker. Their aspirations are often the
same as men’s. Younger adults are more likely to be time-poor, financially strapped,

2011/410: Healthy Industry Associations and Succession. Dec 2013 Page 73



Healthy Industry Associations and Succession
Final Report

committed to higher educational goals and career aspirations and with fewer peers engaged in
civic participation. So they have fewer role models in relation to association membership.

It is the natural task of every parent to try to provide for their children, to give them every
opportunity to establish a productive life. And most parents are successful in that endeavour —
levels of education being an example. Our grandparents were citizens of a district; our parents
were citizens of a State; our children are citizens of the world. The options that younger
generations have available to them are often vast. So any industry or any association that
seeks to attract younger members does so in the face of fierce competition from alternative
options, often on a global scale.

Any industry or any In 2009, one of the authors of this present research
association that seeks to was commissioned to investigate the willingness of

young rural people to join a membership-based social
attract younger members > _ o o
. association. Without claiming that the findings of that
does so in the face of ) ) )
research will necessarily apply to younger people in

fierce competition from fishing, aquaculture, or other forms of primary

alternative options, often production, some of the major findings from that 2009

on a global scale. research (Plowman & Winn, 2009) include:

e The drift from primary industries and from the bush generally in pursuit of
education, employment and social networking opportunities is particularly
prevalent for people in their teens through to their early thirties, thereby
threatening the long-term viability of rural industries and rural communities.

e A sshrinking rural population, reluctance to take on organisational roles,
poverty of time, cost of travel, and the alternate availability of digital capacity
to access information and maintain social contacts all mediate against the
viability of an old-style social association.

e The digital world can provide much of the informational and network needs of
young rural people. Facebook appears to be a generally favoured networking
tool but latest web technology can bring communication, meeting and
information tools into the home (e.g. NING social networking software).

e The needs of young rural people are more likely to be met by some form of
network that bears little resemblance to organisations of the past.

e Providing socialisation opportunities in an informal setting appears preferable
to anything formal that has structures, roles and responsibilities.
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e With a desire to learn by doing and with a throw-away mentality, young
people are looking for opportunities that are flexible, dynamic, and short-term.
In contrast, evidence suggests they will avoid opportunities that involve
formality or responsibility.

e There is ambivalence towards any organisation or network that requires a
subscription or membership fee. Existing networks tend to be free or with a
very low subscription.

e Generation Y people are more attracted to a yarn, a free feed and a beer; and
that, conversely, if there was a meeting to attend, ‘they’d run a mile’.

Some quotes from that 2009 research are instructive:

e My generation now is so time poor that | can think of nothing worse at the
moment than having another organisation, something else to be involved with.
None of us have any enthusiasm to be part of another group. With the
technology today, we can pick things up, then put them down. When you need
someone, you’ve got that touch-point there, but not necessarily taking on
responsibility. [A Gen-Y interviewee]

e Young people are not looking for an organisation to join. They move on. Youth
are looking for new experiences; they do not want to be tied to an organisation
or to any sort of responsibility. [The membership officer of a major rural lobby
group.]

e ‘ the factors that keep young people in regional and rural Australia are
opportunities for satisfying employment, a reasonable level of income, and first
and foremost a social outlet or some form of support network. [A young rural
interviewee]

e Ifyou said we were going to put on a beer and bikkies and have a guest
speaker for twenty minutes, you’d get heaps and heaps of people. But if you
said we were going to have a meeting for three hours, people wouldn’t come.
And | find that these days there is more informality, unless you are on a Board
or in some form of governance role. A lot of young people’s functions seem to
be around beer. Even at AgEquip two weeks ago, the only way we were going
to get members to come and to meet each other was to put on free beers and
nibblies. Because otherwise they just wouldn’t come. And that is the way life
is in rural Australia. Itis all about food and drinks. [A young rural leader.]

* People just love to get something for free. And it signals that they will not be
under any pressure. Which perhaps comes back to the Gen Y thing of avoiding
responsibility, avoiding being put into a situation that you can’t worm your
way out of. [a young rural person]
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You can get a group of young people to sit around for a chat and have it as a
social networking sort of thing, people will turn up. If you put the word
‘Meeting’ in there, which probably infers structure and order, people will roll
their eyes and say ‘I think I’'m busy that night’.

I’d suggest that one of the reasons that young people may not want to join an
industry network is because there are formal meetings. They get really bored
with that. They don’t want to deal with making a motion to the chair; they
want to say what they want to say, when they want to say it. All those old-
fashioned formal meeting rules, | don’t think that is where young people want
to be in terms of networks.

Because we are agri-political, we have always had difficulty getting new blood,
particularly young growers to actually put their hand up and take on a
represen