Strategic Planning Summary

Over 3 days we discussed four main areas that continually challenge ASI. Our mission statement can be summarized as education, advocacy, and communication about indexing. We discussed how each of these areas relate to the ASI mission and what we can do to best serve our members. Below is a summary of each of the areas along with proposed actions.

I. Role and mission of SIGs/Chapters

The Strategic Planning survey shows strong support for Chapters and SIGs. The sense of community that both of these types of committees provide is valuable. 56% of ASI members are in chapters; 48% in SIGs. 68% are in one or the other. However, we must also consider the 32% that do not belong to either in terms of resource allocation. As for the 44% who don't belong to a Chapter it is still unclear whether they do not belong out of disinterest or because there is no chapter/not enough activity for it to be worth their while. 

We need better training and support for Chapter and SIG committee leaders. It would be good to have a handbook on leadership including how to start a chapter, how to plan events (including defining types of meetings, calculating costs and attendance size, how to advertise, evaluating presenters, etc.), and how to delegate tasks. Our suggestion is to form an ad hoc committee with various committee leaders to help create this. In addition, it would be good to have some sort of virtual orientation for new leaders. Having resources for the leaders in one place on the ASI website would also be helpful.

The IRS changes have resulted in ASI having to take on more administrative tasks for Chapters and SIGs, including, but not limited to, accounting and banking, reviewing contracts, and facilitating virtual meetings. Since the committees are not independent entities, ASI is liable for their actions. We need to consider the importance of maintaining the professionalism of the ASI brand. Having active Chapters and SIGs is wonderful--but they are also work.

However, we agreed that it is worthy work. Chapters not only allow engagement with the indexing community, networking and education opportunities, they also provide a place for new indexers to become involved with the organization, as well as a development ground for future presenters, educators and leaders. 

SIGs are more specific in their appeal and require a lot of administration. We need to consider the cost/benefits of SIGs. We suggest all SIGs charge dues. Currently no part of SIG dues go to ASI; we suggest 50 percent of the dues go to ASI for administrative costs, which are currently being underwritten by the general membership. For accounting ease it would be best if all SIGs charged the same amount for dues, as is the case with Chapters. We do not recommend that ASI membership include one "free" SIG as it does with Chapters since SIGs are so specific in their appeal.

Historically, we have treated SIGs and Chapters the same way. We may want to consider  having separate rules for each committee.

Much of the administrative work around Chapters and SIGs involves meetings. While the value of meetings is clear for Chapters, the case for SIGs is less clear. Both are required to have at least one meeting a year. This provision was put into the charter to ensure the committee has some kind of activity each year, but particularly in the case of SIGs, we may be better served to not require meetings as it seems like some Chapters and SIGs are having meetings just to fulfill the requirement. There are many ways a committee can be active including: email discussion groups, hosting a directory, gathering specialty resources, presenting, and writing articles. 

We don't want to discourage meetings, but we need to be fair with our resources. If one committee wants to have multiple meetings per year, they should be able to do so, but even virtual meetings require work. We suggest that committees who want to host virtual meetings need to pay for some of the administration costs. 

Meeting fees need to be fair to our members. In person meetings will still allow members of affiliate societies to pay the member price. We suggest a three-tier pricing system for virtual meetings.  For SIG meetings the tiers would be SIG members/ASI members/non-members. For Chapter meetings the tiers could be either Chapters members/ASI and affiliate members/non-members OR ASI members/affiliate members/non-members. Another possibility is to close virtual meetings to members only. Note this would require us to amend the charter.

Both Chapters and SIGs want online payment ability. This can be done; we must use our current credit card vendor, per our contract with them. This will require more use of Sagebrush's time; it is not part of its current scope of work. But committee leaders have  been very clear that they want this and the survey results also show strong support--even if there is a charge for using online payments.

Suggested Actions

Better training and support for Chapter and SIG committee leaders

· Create a Chapter/SIG leader handbook

· Guidance on appropriate expenses and expenses procedure

· Leadership training by Zoom

· Create a web portal for committee leadership on ASI site

· Revise reporting templates (in process now)

Dues

· Require SIGs to charge dues; use same price for all SIGs 

· Share half of dues with ASI national

Meetings

· Consider dropping meeting requirement

· Consider cost sharing for virtual meetings

· Add online payment ability for meetings

· Use a three-tier pricing system for virtual meetings.

· Guidance on planning meetings (see handbook item above)

II. Publications

ASI Books

Publishing is an important function for ASI. While it is not the highest priority to members, it is an expected association function. We should be the resource in indexing materials. 

ITI seems willing to end our publishing contract, but the details of how that will happen are still developing. Ideally we would obtain the files, unsold stock, and control of the backlist. 

Self-publishing via print-on-demand is probably the best option for us going forward. We will need to compare Amazon and other services for print-on-demand. Amazon has good distribution but is problematic when it comes to indexes.

There is a need to update/revise titles and to create a schedule for revising titles. There is need for basic indexing textbook.

Suggested Actions

· Separate from ITI contract (in process)
· Determine best print-on-demand option
· Create revision schedule/plan for titles
Key Words

The survey was very clear that readers would like to see more articles on the practice of indexing. It would be good to establish a schedule of content and guidelines for percentage of content to balance audiences and types of topics.

An Editorial Advisory Board was suggested. This would be a mix of people who would help the editor connect story ideas to story writers. Editors currently spend lots of time trawling for content. Advisors would help develop ideas and encourage submissions. 

Update submission guidelines and style guide. Add that submission is not a guarantee of acceptance.

Currently the masthead uses bulletin instead of journal. The meaning of bulletin has changed over the years from being the official publication of an organization to being a more concise, often time-delineated or single-subject periodical. We suggest changing the masthead to read "Journal of the American Society for Indexing."

Streamline proofing process to begin before layout.

Advertise for new editor as current editor does not wish to continue past this year. 

Suggested Actions

· Create content schedule
· Create an Editorial Advisory Board
· Update submission and style guidelines
· Change title to Journal
· Streamline proofing process
See Also

Readership of this is good, in part because it is easily digestible in one sitting. Keep small and newsy. Use as pointer to Key Words for larger, more complex articles. Add small "nuggets" on indexing, such as defining terms of art and ergonomic/life tips.
Create guidelines for editor, including structure, schedule and topic mix. This position is good for a relatively new indexer.

Suggested Actions

· Create guidelines for editor
· Use to promote Key Words and other activities
III. Education

Training Course

We are on a 5-year contract with SI for the Training Course. We can add supplementary materials, and we control our exam content but we cannot change the content of the modules. We discussed how well the SI course works for ASI and the role of ASI in training course. 

We think ASI should develop its own course. This will take time, of course, so we also discussed ways in which we could better support our students in the current course.

Creating our own course would allow us to better tailor the material to an American audience and explore new tools and platforms for online learning. We would need an ad-hoc Course Development Committee to develop the course while the current Training Course Committee continues its administration of the SI program. This committee should include representatives from instructors and recent students. 

We brainstormed ideas for a new course, including using the current exams as structural base, keeping the course self-paced, keeping pay by module format, establishing a time allowance per module, connecting content to webinars, books, and other ASI resources, having assessment be a mix of exam-style questions and indexing practicals, using course mentors who are non-anonymous. Any plan for a new course would also need to allow for transitioning students from the old to new system.

The current course could be strengthened by using more supplementary materials for areas known to be tricky for students, such as offering selected articles and book excerpts on indexing, perhaps delivered on an automated basis. Other ideas include bundling webinars of interest to new indexers and involving experienced indexers interacting with students in a list or virtual meeting format.

Action Items

· Add drip content to module B to enhance student progress

· Determine ways to enhance the current course in the short term

· Consider creation of a new course developed by ASI

Webinars and Online Learning

The survey provided useful feedback regarding webinars and online learning. It gave us some good ideas for future offerings but it also showed that publicity could be improved, especially since several respondents requested webinar topics that have already been covered. 

Generally, webinars and online learning fall into three categories: indexing technology, indexing specialties, and the business of indexing. It would be good to make sure at least one in each category is done per year. An ideal schedule would be 4-6 webinars a year (at least one per quarter) and 1-2 longer online learning programs a year. There should be a schedule/process to evaluate when webinars should be updated or replaced with fresh content.

Publicity could be improved in several ways, beginning with the term Online Learning, which may be too general a term for the longer format classes as webinars and the Training Course are also technically online learning.

We should promote backlist offerings as people 1) may not realize they can watch them anytime, not just on their original airdate 2) may develop interest in a topic later on but not remember there is a webinar and 3) to let new indexers know that they exist at all. See Also could be a good place to promote webinars, especially when tied into some but of news.

The web pages for Webinars and Online learning could be organized differently now that we have more offerings. Currently they appear in reverse order and by speakers name. We should add a topic index or tag by subject terms, depending on the programming restrictions of that page. The topics and speakers should be included in the A to Z index as well.

The online store needs refreshing as well to make purchases easier.

The committee should be encouraged to be more than one person as multiple ideas are needed on a regular basis. Committee may need guidelines on how to vet presenters.

Action Items

· Consider/develop new name for Online Learning

· Reorganize web pages for online education

· Increase publicity for past events

IV. ASI’s role in the publishing industry

Strategic Affiliations

Health insurance 

The executive director of PubWest reached out to our executive director regarding collaboration with several book-related organizations in offering members some kind of health insurance. The first step is to survey the members if this of interest. We have been involved in the survey construction.

PubWest Webinar

Gwen has been speaking with Kent Watson, executive director of PubWest, about creating a joint webinar about the indexing process. We would host it as we have the ability to record webinars, and PubWest would post a link to the webinar from its site.

Other affiliations

· Editorial Freelancers Association: Should we explore an official relationship/liaison with them? Should we merely ask a dual member to monitor their list for news of interest? There is some crossover in groups, but probably more on our end than on ours. Could we post our events/learning opportunities? Exchange advertising pages? What are they doing about insurance? What are benefits to both groups?

· AAP (American Association of Publishers): we pay dues but at this point do not have a liaison. We need to fins out what are membership entitles us to. They do have regional programs that ay be of interest to our members? Do we get value? Do they get any from us? May well be worth keeping to be part of larger publishing world; perhaps there are groups that discuss digital and embedded indexing where we could participate?

· STC (Society for Technical communication): We do have a liaison. One question is how much crossover is there with ASI members and is the relationship beneficial.

· Are there other, perhaps regional, groups we should be considering relationships with?

Place in Publishing
How do communicate the importance of indexing? Can we make a visual representation of how indexing fits into the publishing process? Should we encourage the listing of indexers in book credits? How to indicate that indexing is performed by people--not a machine. While listing of indexer in books is nice, what we are aiming for is recognition that indexing is valuable work that should be done by a professional. Can we use social media more to help convey this message? Linking to articles on indexing, highlighting our educational offerings.

Awards

It is problematic when the Excellence in Indexing Award is not awarded each year. It sends a poor message to publishers and it discourages indexers from entering. It is also problematic that submissions are of low quality. How can we encourage better submissions? Ideas included adding some sort of feedback (most likely a checklist) to entrants so that they will know why their work was not awarded, more information on what makes a good submission, maybe through an article in Key Words, allowing entrants to write a summary explaining why and how they deviated from standard practices, creating a checklist for entrants to review before submitting.

We also discussed adding awards since the Excellence in Indexing Award so often goes to very complex materials that few indexers ever encounter. These additional "best in show" awards could be awarded by a separate committee or could be honored by the current committee, depending on the feasibility of the workload. Some categories we considered are for indexing works under 150 pp, works over 500 pp (including multiple volume works), books by multiple authors, children's books, and heavily illustrated books.

Note that awards are useful to publishers in marketing books; adding awards could help raise ASI's profile with publishers.

Action Items

· Explore EFA affiliation

· Determine AAP benefits
· Continue with insurance information gathering 
· Create webinar for PubWest (in process)
· Increase social media presence to target publishers and editors.
· Consider suggestions for increasing Excellence in Indexing award participation and awarding
· Consider adding additional awards
Member expectations and feasibility

Desires vs. ability

Member expectations are large; the survey showed that members do want a lot of services at minimal effort to them. There is a legacy attitude leftover from the previous management company that the management company will take care of everything; we are a smaller group now and that also has an effect on our resources. There is also a legacy of frustration about the board dictating policy and saying no to member requests. However, the board has the fiscal and legal responsibility of allocating our resources wisely.

Side note on removing members who are harmful to the organization. We have no mechanism for doing so at this time. We should consider creating a policy before we have a crisis.

Allocation of resources

Adding services, as we have proposed throughout this document, means using resources. 

Sagebrush

Currently, Sagebrush handles many things outside of its scope of work; we must compensate them for work they have done and new work we want them to do. When Sagebrush started working with ASI, Chapters and SIGs were much more independent entities; the workload they have presented was not anticipated but needs to be taken into account going forward. If we decide to support the Chapters and SIGs with more services including online payments, more accounting and more meeting support, we will need to pay Sagebrush for more services. Too much of Gwen's time is taken up by administrating Chapters and SIGs instead of higher-level services. We need her to be able to handle other duties that really call for an Executive Director's skills such as participating in the insurance question above, researching publishing options, and organizing things like the Strategic Planning meeting and providing conference research and support.

Volunteers

We need to encourage more volunteer service while avoiding volunteer burn out. Getting new people involved is crucial. We need new voices, plus early involvement with ASI will hopefully lead to sustained memberships. Suggestions included

· Breaking volunteer jobs into discrete, time-limited tasks to make the tasks more clear and less intimidating. Ask committees to create job/task descriptions
· Identify likely volunteer prospects through experienced conference attendees

· Encourage course students to volunteer; they are eager to learn more about indexing

· Encourage those winding down their careers to serve and pass on their knowledge

· A "Meet a volunteer" feature for See Also to highlight service

· Make it easier to volunteer. Add a Service tab to the website. Indicate types of service roles and expectations (open-ended/long term; one-off tasks, 1-year commitment, types of jobs, etc.) Also, indicate benefits of service including engagement with community. Include a volunteer sign up form. Consider a volunteer coordinator to match volunteers with tasks. 

· Be upfront about task workload and the pace of change. Redirect energies when needed. Remind volunteers of responsibility to the whole of membership.

· Encourage buddies program continuation

· Encourage volunteers to rotate so that new people have the opportunity to serve.

Specific tasks that volunteers could help with:

· Creating marketing copy; these are needed in multiple formats

· Social media "watchdogs" who would monitor relevant accounts for news that may be of interest to our members

Board Service

We need to encourage more people to consider board service, not only for good representation and new ideas but also to allow for more candidates for President. Our by-laws require the President to have served on the board. We need to discourage multiple terms on the board, when possible, to maximize our pool of potential candidates.  

We need better communication on what it is like to serve on the board--perhaps a webinar on what is entailed.

Consider covering more board expenses with some sort of reimbursement or travel allowance. 

Dues

ASI has not raised dues in five years. Current dues are $175. Raising dues to $199 would go a long way to paying for all the things we want to do. Consider the optics of raising dues soon after implementing changes. Consider the timing of any raise, i.e. needs to be at the beginning of the year; delaying a raise will put us back another year. Consider whether it is better to raise dues by small amounts frequently or by large amounts less frequently. Consider keeping the dues for students in the Training Course at $175, as they are required to be members while taking the course.

Action Items

· Allocate resources to Sagebrush for additional required work

· Encourage volunteers with website changes and task lists

· Consider raising dues

