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OVERVIEW

Associations operate in ever-changing environments and are continually challenged to meet new needs of their 
members caused by a changing environment, and sometimes to meet the needs of a changing membership. 
The temptation is for associations to adjust old and develop new products, services, activities and programs as 
changes occur, over-reacting to perceived crisis. The result can be a hodge-podge of unrelated, existing and new, 
updated and outdated “member bene�ts,” with no unifying focus or relevance. 

In order for associations to remain focused, yet �exible to meet changing needs or changing membership, they 
must know their purpose, de�ne their mission and establish planning systems that achieve stability while allowing 
for �exibility. 

Association governance exists to identify and achieve the organizational mission, goals and strategic outcomes. 
Associations are most successful when they are driven by strategic plans that clearly de�ne expected end-results 
(outcomes), using a governance structure that is su�ciently plan-focused, �exible, and depoliticized to produce 
those results. Today, many leading associations are turning to strategic governance to run their organizations.

A PARTNERSHIP WITH STAFF 

A critical component in strategic governance is a reliance on professional association sta� comprised of skilled, 
association management professionals that are integral partners in the association’s governance process. Their 
work is closely integrated with those of volunteer governing bodies. Sound strategic governance relies upon their 
expertise and consistency of position within all four primary functions. The association chief executive o�cer and 
the senior management team are incorporated into all aspects of scanning, planning, oversight and adjustment 
activities. In short, sta� is heavily relied upon to develop information for the association’s leadership knowledge 
based decision making, provide advice and council in the areas of their expertise, coordinate the work of the 
governing body and are accountable for the results of the organization.  They are a integral partner in the process.

Understanding this, at the American Supply Association Winter Board Meeting in 2008 in St. Petersburg Florida, 
the association leadership made a departure from how it previously governed and planned the future of the 
association toward the new process of strategic governance including both sta� and volunteer leaders in the 
process.  Getting the process going, the o�cers of the association invited all board and committee members and 
past Chairmen (nearly 70 people in total) to participate in the two-day long range strategic planning e�ort.  Over 
the past four years, through the assistance of Jean Frankel of Ideas for Action, a nationally recognized planning 
facilitator, the association has embarked on looking far into the future and what a revitalized ASA would look like 
and how the association could impact the future of our industry to ensure that our members would thrive well 
into that future. Very few associations have successfully pulled o� bringing over seventy opinionated individuals 
into a planning session and walk away united in purpose and thought.  Not only has the association pulled that o� 
but it’s what’s driving ASA today!   
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Today, our winter board meetings are virtual long-range strategic planning sessions that set the direction that 
the leadership wants to take the industry; evaluating our assumptions about the future and revising our plan to 
keep ASA focused on our long range goals all working together.  In fact, many of ASA’s entities are beginning to 
conduct association meetings without sta� or senior association leaders present in the room and they are getting 
things done.  

ASA’s strategic planning process and the results from it have enabled the association to come a very long way 
toward changing the hearts and minds of industry leaders to understand the good things the association is doing 
for them.  Refocusing association resources away from non-traditional association roles back to what is important 
to our core programming while streamlining our operating budgets has given ASA the ability to deliver quality in 
the areas that matter most. This is core to the association’s future relevance moving forward.

BUILDING OUR PLAN

The American Supply Association has developed the following revised strategic long-range plan, most recently 
revised in February and March, 2010, through the facilitation of Jean S. Frankel of Ideas for Action, LLC. The plan 
describes a desired vision and what will be essential to achieving that vision. It is grounded in core ideology and 
driven by an envisioned future that realizes the full potential of ASA’s ability to support its stakeholders. ASA’s 
commitments are articulated in goals that declare the outcomes or attributes the organization intends to achieve. 
Objectives represent key metrics a�ecting ASA’s ability to achieve the goal and articulate the direction in which 
these issues must be moved.  Strategies will describe how ASA and its leadership plans to commit its limited 
resources to make its vision a reality. 

In the future, the American Supply Association will not be able to be all things to all people, but it must be 
di�erent things to di�erent people as the plan evolves to meet the needs of a constantly changing professional 
environment. Therefore, underlying this plan is the adoption of an ongoing process of planning and thinking 
strategically, designed to ensure relevance of direction and action over time.

In developing this strategic plan, a framework for planning was utilized, based on a model that organizes 
conversations about the future into four distinct planning “horizons.” Ideas for Action has found the use of this 
framework to be a powerful tool. It helps organizations in prioritizing and executing outcomes as well as in 
ensuring relevance of an organization’s long-range direction over time.

Envisioned future. The “four planning horizons” framework consists of crafting a comprehensive strategic 
direction based on the balance between what doesn’t change--the timeless principles of the organization’s core 
purpose and core values (core ideology) -- and what the organization seeks to become within a 10- to 30-year 
horizon--what would be possible beyond the restraints of the current environment. The 10- to 30-year horizon is 
characterized by the articulation of an envisioned future--a BAG (big audacious goal)--and a vivid description--
what it will be like to achieve the goal. 
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Critical factors. The articulation of the envisioned future guides the organization as it considers the factors 
that will a�ect its ability to achieve its goals. Building foresight about the 5- to 10-year horizon--assumptions, 
opportunities, and critical uncertainties in the likely relevant future as well as emerging strategic mega-issues--
suggests critical choices about the potential barriers the organization will face. This foresight also suggests the 
responses the organization will need to consider in navigating its way toward achievement of its 10- to 30-year 
goal, or BAG.

Strategic plan and operational planning. The linkage continues into the 3- to 5-year horizon through the 
development of a formal long-range strategic plan, in which the organization articulates the outcomes it seeks 
to achieve for its stakeholders. How will the world be di�erent as a result of what the organization does? Who will 
bene�t and what will the likely results be? Further, the articulation of strategies will bring focus to ASA’s annual 
operational allocation of discretionary resources. Action plans, checkpoints, and milestones will be developed 
through a process of operational planning meetings and committee meetings, indicating ASA’s progress toward 
each goal in every planning year. 

A strategic long-range plan is not intended as a substitute for an annual program or operating plan.  It does 
not detail all the initiatives, programs, and activities the organization will undertake in the course of serving its 
membership and the industry, nor can it foresee changes to the underlying assumptions on which key strategic 
choices were based. Instead, the strategic plan identi�es what the Association is not doing today, but must be 
doing in the future to be successful.  Consequently, the strategic plan implies change--doing new things or doing 
more or less of current activities to ensure successful outcomes.

Ongoing Re-evaluation. Strategic planning for the association should become the methodology for the 
organization’s operations. If it is successful, this process will not have yielded a plan to be placed on the shelf, but 
will have served as a catalyst for the “process of planning strategically,” at all times and at all levels throughout the 
organization. In order to achieve its vision, the association must not look at strategic long-range planning as a 
one-time project that produces a milestone document of its best thinking at the moment. Instead, the association 
must adopt strategic planning as an operational philosophy of ongoing re-evaluation of the critical knowledge 
bases that form the framework of its world, including:

» Sensitivity to member needs, insight into the future environment of the industry, 
» Understanding of the capacity and strategic position of the organization, and 
» E�ective analysis of the ethical implications of policy and program choices.

ASA’s strategic long-range plan represents a compass the organization will use to guide its work over the next 
�ve years. Each year of its life, the plan will be updated based on experience or new circumstances or as new 

opportunities or challenges emerge.



4  |  ASA STRATEGIC LONG-RANGE PLAN © 2012 American Supply Association. All Rights Reserved. 

10-30 YEAR PLANNING HORIZON 
C O R E  I D E O L O G Y  &  E N V I S I O N E D  F U T U R E

CORE PURPOSE OF ASA

To advance the success of the PHCP and PVF supply chain industry.

CORE VALUES OF ASA

Integrity:  Evidenced by ethical, proper and responsible representation of the values, interests, and   
 expectations of our member companies. 

Relevance:  Evidenced by policies, products, and services that are in step with our members’ needs and  
 result in added value relevant to our customers and bene�cial to our industry. 

Fairness:  Evidenced by representation of all industry segments, accessibility, constructive dialogue,  
 communication without fear of reprisal, and an open and enjoyable environment characteristic  
 of an industry united by common interests. 

Leadership:  Evidenced by commitment to excellence, adaptability, and continuous improvement that  
 advances and enhances the industry and ASA members. 

Core ideology describes an organization’s consistent identity that transcends all changes 
related to its relevant environment.  Core ideology consists of two notions: core purpose – 
the organization’s reason for being – and core values – essential and enduring principles 

that guide an organization.

Envisioned future conveys a concrete, but yet unrealized, vision for the organization.  It 
consists of a big audacious goal – a clear and compelling catalyst that serves as a focal 
point for e�ort – and a vivid description – vibrant and engaging descriptions of what it 

will be like to achieve the big audacious goal.
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ENVISIONED FUTURE
A S A ’ S  B I G  A U D A C I O U S  G O A L :

“Be indispensable to achieving prosperity in our industry.”

VIVID DESCRIPTIONS

» ASA will provide value and relevance across the broad spectrum of members.  Success for the association 
will mean increased membership, participation and involvement, and the most important, pro�tability.  

» ASA will o�er education and industry input that every distributor will consider essential to running 
a successful business in the industry.  ASA will be recognized as the single/indisputable resource for 
industry education. Every industry participant, and every employee at every industry partner company will 
recognize ASA education programs.

» ASA will be respected as  the leader in representing and organizing the industry under a national arm 
Every industry participant will support and participate in ASA advocacy e�orts, and ASA will be seen as 
a leader in promoting the interests of the industry in legislative and  regulatory a�airs nationally and 
regionally.

» Success will happen when ASA becomes a “must belong” association for wholesalers, vendors and reps.  
Every industry participant will actively participate in all ASA networking events. Every industry participant 
will view ASA membership and participation as a critical part of its future business strategy.

» Members will �nd value in ASA information and resources. They will view them as vital to the prosperity of 
their companies, and unique to ASA -  not available from any other venue. 

» Every industry participant will utilize and participate in ASA benchmarking. There will be relevant data and 
statistics on the PHCP industry.

» ASA members will be more pro�table 
and sustainable as they deliver world-
class supply chain e�ciency in a 
changing marketplace.
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5-10 YEAR PLANNING HORIZON
B U I L D I N G  F O R E S I G H T

DEMOGRAPHICS:

1. There will increasingly be climactic and environmental changes that impact water supply quality.
2. There will be increased industry consolidation.
3. There will be greater foreign investment in US businesses.
4. There will continue to be a demographic shift in the workforce as some markets slow and others boom.
5. There will be greater industry outsourcing to third parties.

POLITICS /SOCIETAL VALUES:

1. The new US presidential administration policies will continue to impact healthcare, immigration, and 
taxes.

2. There will be some form of national health care.
3. There will continue to be government relief for the mortgage crisis.
4. There will be greater use of new and alternative energy sources and increasing policies and regulations 

around energy.
5. There will be an increase in the import of products and changes in quality standards.

LEGISLATION/REGULATIONS:

1. There could be some form of socialized medicine to contain healthcare costs.
2. There could be major incentives o�ered to manufacturers for initiating conservation and recycling e�orts.
3. There could be an elimination of VAT by China to counterbalance some of the western concerns about 

Chinese products.
4. There could be LIFO repeal.

Assumption statements will help the association purposefully updates the strategic plan 
on an annual basis. The association’s projected future environment is described in this 
section. When conditions change, strategy needs to be adjusted. An annual review of 
these assumptions will help the industry ensure the ongoing relevance of its strategy.
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BUSINESS/ECONOMIC CLIMATE:

1. The industry will continue to evolve and change.
2. The price of a barrel of oil and energy costs will continue to evolve.
3. There will continue to be a drain of natural resources and raw materials such as copper.
4. Emerging economies will impact the US market.
5. There could be spiraling global in�ation.
6. There will be a “Green” political and legislative agenda with increased legislation and regulations 

impacting the industry.
7. The availability of water will be a signi�cant issue, particularly in drier climates.
8. The energy infrastructure will shift with more alternative fuels and a likely nuclear resurgence.
9. There will likely be a global overcapacity to produce.

TECHNOLOGY & SCIENCE:

1. There will likely be a signi�cantly lower water supply.
2. There will be a shortage of essential raw materials.
3. There will be a variety of alternative energy sources and materials.
4. Consumers will exert greater control online.
5. There will be more standards in a global market.
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3-5 YEAR PLANNING HORIZON
O U T C O M E - O R I E N T E D  G O A L S

Goals are outcome-oriented statements that represent what will constitute the 
organization’s future success. The achievement of each goal will move the association 

towards the realization of its vision. The goals are not in any order of priority. Every goal 
will need to be accomplished if the organization is to fully achieve its vision.

On the next pages, each goal is accompanied by a set of objectives, which represent key 
issues a�ecting the association’s ability to achieve the goal and articulate milestones 

against which to measure progress.

1.  BUSINESS SUCCESS GOAL:
ASA members will be more pro�table and sustainable as they deliver world-class supply 
chain e�ciency in a changing marketplace.

2.  EDUCATED INDUSTRY GOAL:
ASA members’ employees will become the best trained, best educated and most 
professional in the industry.

3.  UNIFIED VOICE GOAL:
ASA will be the recognized voice of the PHCP/PVF industry.

4.  SOCIAL RESPONSIBILITY GOAL:

ASA and its members will be viewed as socially responsible by helping to �nd solutions 
in conservation, responsible technology and “green” consciousness.

5.  CAPACITY TO SERVE GOAL:
ASA membership will include all supply chain partners.



  |   9  © 2012 American Supply Association. All Rights Reserved. 

GOAL 1  
BUSINESS SUCCESS

GOAL 

OBJECTIVES

1. Increase the number of talented workers taking advantage of attractive career opportunities
in the PHCP/PVF industry. 

 Increase the use of ASA tools and benchmarks for achieving supply chain excellence.

Increase the number of customers recognizing that ASA members enable them to prosper.

Increase ASA’s position as a clearinghouse for the identi�cation and e�cient communication
of changes in the industry.

 

 

 

 

 
 POSSIBLE METRICS

»

 

Number of EF tools used and
number of participants.

Number of participants in OPR and
other benchmarks.

Survey of members with positive
responses and number of years of
membership.

Employee turnover.

Number of employees from ouuside
industry (high school, college, military).

Link membership participation 
through pro�tability through OPR.

Click-through rates for industry
information updates.

 

   
 

   
 

2.

3.

4.

»

»

»

»

»

»
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GOAL 2
ED UCA T ED  IND UST R Y

GOAL

ASA members’ employees will become the best trained, best educated and 
most professional in the industry.

OB J EC TIVE

   1.           Increase the number of distributors, manufacturers and manufacturer’s representatives
      using ASA/ASAEF tools to train their employees.

2.   Increase the number of employees uniformly and properly trained in all aspects of the
      business.

3.   Increase the impact of ASA training programs in improving workforce, user and
      community safety.

4.   Increase the number of key audiences using ASA training program for supply chain
      education.

    

    

    

 

 

 

  

 
POSSIB LE M ETRIC S

 
»

»

»    Number of manufacturers providing content.

Number of certi�ed employees.

Number of distributors, manufacturers and manufacturer’s representatives using ASAEF
products.
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GOAL 3
UNIF IED  V O ICE  

GOAL

ASA will be the recognized voice of the PHCP/PVF industry.

OB J EC TIVES

1. Proactively encourage and incentivize members to provide information to facilitate
informed advocacy including key surveys and sales reporting.

Continue to expand our leadership, engagement and in�uence with government,
industry groups and customers.

Consistent and meaningful communication of ASA position, priorities and advantages
to key audiences including members, potential members, government, industry groups
and customers.

 

 

 

 POSSIB LE M ETRIC S

 
»

 

Participation  at national convention, at 

regional convention,  webinars, councils, 

attendance at Board and committee meetings.

»

 

Participation in operations survey, 

compensation survey, monthly sales reports.

»

 

Participation in Fly-In, PAC, write letters, local 

congressional visits.

»
 

Regional TrGS, [purchase materials, webinars, 

convention TRG seminars].

2.

3.
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GOAL 4
ST EW A R D SH IP 

GOAL

OB J EC TIVES

1. Increase ASA’s involvement in the modernization of North America’s water and sewage 
infrastructure.

2. Increase responsible disposal and recycling of waste materials generated by our industry.

3. 

4. Increase recognition in our industry that ASA members are the resources for 
environmentally responsible information services and products.

5. Form a standing social responsibility committee through ASA.

6. Increase consumer recognition of ASA members as dynamic stewards of the environment.

7. Increase recognition of our industry as promoting the most environmentally-responsible
products and activities in the “green” world. 

8. Increase recognition of ASA as stewards of leadership, volunteerism, community
benevolence and regional collaboration.

POSSIB LE M ETRIC S

ASA and its members will be viewed as a leader in encouraging the industry
to be socially responsible by helping to �nd out solutions in conservation, 
responsible technology and “green” consciousness.

Support of Operation Rise and Conquer

Promote water conservation

Volunteer projects

Communications/Articles

»

»

»

»
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GOAL 5
C A P A C I T Y  T O  S E R V E 

GOAL

ASA membership will include all supply chain partners.

OBJECTIVES

1. Increase our understanding of vendor member needs.

2. Increase recognition and desirability of ASA’s products and services.

3. Help our members improve their processes and give them what they need.

4. Increase the proportion of supply chain partners reporting improved ability to consistently 
provide internal and external customers what they want when they want it.

5. Extend the bene�t of ASA’s continuous improvement in manufacturing innovation.

POSSIBLE METRICS



 
info@asa.net

1200 N. ARLINGTON HEIGHTS RD. 
SUITE 150
ITASCA, IL  60143 

TEL: 630.467.0000       WEB: WWW.ASA.NET
FAX: 630.467.0001
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