  

Chapter Development – Planning

2015 YEAR IN REVIEW
In the Year-in-Review, I am going to be describing all the different aspects of the work Chapter Development has been doing and break down what went well and what didn't go as well as expected in 2015.  I am going to leave analysis of how to address the parts that need fixing to the 2016 Plans section of the document.

YEAR-OVER-YEAR MEETING ATTENDANCE DATA
Please note that this data includes all members, not just active members.  This differs from the Active Member Analysis below!

	Category
	This Year
	Last Year

	
	2015
	2014

	Total Unique Members
	40
	41

	Average Members per Meeting
	26.5
	25.7

	Average Tenors per Meeting
	4.3
	3.8

	Average Leads per Meeting
	7.2
	8.4

	Average Basses per Meeting
	10.3
	8.4

	Average Baris per Meeting
	4.8
	5.1


Conclusions
- Engagement is up in our members (66% attendance rate of members that attended at least once instead of 63%)

- We're up about one more person on the risers every rehearsal.

- We're up significantly in the basses (three of the four new members in the past 18 months are basses)

- We're down significantly in the leads (we lost a few leads with the Tuesday to Thursday transition last year)

ACTIVE MEMBER ANALYSIS
I'm analyzing the active membership of the chorus and how it changed over 2015.  To count in this list a person needs to be both a member of the Barbershop Harmony Society and an active participant in the chorus.

From what I recall, gaining 20% of our membership as new active members every year is the target number for a healthy organization.

	Active Members at start of 2015
	32

	Target Active Members Gained
	6.4

	Actual Active Members Gained
	3

	Actual Active Members Lost
	2

	Active Members at end of 2015
	33



Active Members Gained in 2015: David Braunstein, Dana Chase, David Menestrina
Active Members Lost in 2015: Josh Mariscal, Chuck Thompson


Conclusions
2015 was an okay year.  We gained more members than we lost, which is positive.  However, I expect we got quite lucky in how little turnover we had this year.  The target of 20% of members gained was not even halfway achieved.

Listing Chuck as a lost member is controversial.  He's stated his intentions to return after his current personal issues have resolved.  However, he hasn't been active for three months now, so he needs to be listed.

YEAR-OVER-YEAR GUEST ATTENDANCE ANALYSIS
Vocal Clinic Student Attendance
	Attendance
	This Year
	Last Year

	Total Students
	60
	14

	Multiple Attendees
	38
	14

	Perfect Attendees
	8
	6

	New Students
	54
	7

	Guest Conversions
	5
	1

	Member Conversions
	2
	1



Rehearsal Guest Attendance

Remember that Vocal Clinic students are not counted as guests unless they attend a rehearsal outside of the Vocal Clinic.

	Category
	This Year
	Last Year

	
	2015
	2014

	Total Unique Guests
	54
	32

	Converted Prospects
	5
	2

	Total Prospects
	12
	11

	Friends
	20
	10

	Former Members
	4
	2

	Audience
	18
	9



One thing to note is that I wasn't very good about tracking Friends, Former Members, and Audience guests in 2014 as I have been in 2015.  I do believe we've seen more of these categories of guests, but it's probably not as drastic as listed here.

ACQUISITION, CONVERSION, AND RETENTION
At the beginning of 2015 I broke down the membership process into three distinct sections: guest acquisition, candidate conversion, and member retention.  This classification has been a very useful tool for me.  Each section has distinctly different required skills and activities to complete to successfully achieve their goals.

The focus on acquisition in 2015 was as successful as expected.  The primary focus was on getting more students to the Vocal Clinic, and that was very successful.  I had a secondary goal of getting more guests through other means, and that wasn't very successful.  However, that secondary goal wasn't really focused, and I believe that is the reason why it wasn't successful.

CHAPTER DEVELOPMENT TEAM
A primary goal for 2015 was getting the Chapter Development Team to have independent meetings on a regular basis.  I believe there is enough work to be done in Chapter Development that enough people are required to complete that having regular meetings to synchronize all the different members would be a positive thing for the team.  The meeting isn't the true goal itself - having enough work established to require the meeting is.

This did not happen in 2015.  I didn't establish enough regular work for enough people to justify having physical meetings.

Assistant Vice President of Guest Acquisition
At the beginning of 2015 I established a new position within the Chapter Development Team: the Assistant Vice President of Guest Acquisition.  I then recruited Jerry Wong to fill this position.  This position was created to drive the work needed to acquire new guests for the chapter.  This was part of the work in Chapter Development that I didn't have the time or energy to do myself.

The AVP of Guest Acquisition role has been successful.  Jerry brought in a lot of students for the Vocal Clinic, far more than I had expected.  Jerry has experimented with a self-directed ideas for marketing and increasing guest acquisition, which is one of the major goals I had for the position.  

However, I was hoping for more focus in Guest Acquisition.  I feel that Jerry's been doing more general Marketing work than specific Guest Acquisition work.  I was always expecting heavy overlap, but I feel it's been too much.  Also, our guest attendance outside of those driven by the Vocal Clinic hasn't really improved since last year.  In the end, that metric is the primary measure of the success of the work done by Guest Acquisition.

Development Representatives
At the beginning of 2015 I established four positions within the Chapter Development Team, one per section: the Development Representatives.  The Dev Reps were designed to monitor the state of the chorus to ensure our members were happy and continuing to be engaged with the chorus.

Development Representatives have done almost nothing in 2015.  This has nothing to do with the people that I've recruited to fill the positions; it's my fault that very little benefit has been derived from these roles so far.  It was late in the year by the time I even got the first two Dev Rep positions filled, and I haven't really gotten the ball rolling on their duties yet.

EXECUTED INITIATIVES
Vocal Clinic
We held another Vocal Clinic this year from May 21st to June 25th.  Jerry did an excellent job with student acquisition for this event, and we ended up with far more students than I had expected or planned for.  I then dropped the ball with communicating to the students to try to get them to come back as guests.  I got a few guests to return, and a good portion of those guests became members.

Open House
A new idea this year was to work together with BASC, a Sweet Adelines chorus, to have somewhere to refer interested women singers from the Vocal Clinic.  As an extension of our working together, I came up with the idea that we have an Open House night where the two choruses get together and perform for each other.  It also allowed us to have all the Vocal Clinic students sing with the two organized choruses as we sang a single eight-part harmony piece.

Overall this event was a resounding success.  This event worked both as a conversion event to get people excited about singing with the groups and as a retention event because it was just plain fun for the members of the chorus.

Holiday Chorus
I utilized the Holiday Chorus as another avenue to get new guests to the chorus.  The Holiday Chorus did not do well, but that was primarily because I didn't put in the necessary effort to really make it work.

Recruitment Minute / Market Awareness
The Recruitment Minute is the short speech that Jerry gives during most business meetings that gives basic membership and marketing principles to our members.

It's difficult to directly analyze the efficacy of the Recruitment Minute, since it doesn't really have a directly measurable output.  I believe it's useful to keep our membership informed, and it's definitely a good way to keep guest acquisition on the minds of our members without being super boring and getting tuned out.

Chapter Materials: Chapter Logo
Jerry drove an initiative earlier in the year to update the chapter logo and improve its look.  

This initiative was a success.  We are using that updated logo on all our current fliers.

Chapter Development Survey
We surveyed the members of the chapter to find out how our members had originally heard about Barbershop and why they ended up joining the Peninsulaires.  This survey was done by Bill and analyzed by Jerry.

The results of the survey were that the three major reasons why people joined were, in order of size: personal invitation from a member of the chorus, finding they liked Barbershop after singing a tag, and reading about the Peninsulaires and deciding to come.

While these results don't directly correlate to the effectiveness of the methods, they have helped to inform guest acquisition strategies.

UNEXECUTED IDEAS

Auditions for Admissions / Public Rehearsal
One of the initiatives that was worked on for a few months in early 2015 was the Auditions for Admissions.  At a rough level, this idea was to hold a rehearsal at a shopping mall and use that as an opportunity to get more people to sing with us.

We developed a plan for the Auditions for Admissions, but we were never able to secure a venue to use for it.

Chapter Development Calendar
The Chapter Development Calendar was a formalized list of dates for all Chapter-Development-related events and deadlines for Chapter Development work.

The number of people working in Chapter Development in 2015 never really justified the work that would have been necessary to formalize this calendar.

New Acquisition Initiatives
I felt we needed to implement new Guest Acquisition initiatives in 2015.  We weren't seeing enough guests in 2014, and we needed to do something major to change that.

We looked into Auditions for Admissions as a new Acquisition initiative, but didn't end up executing on it.  I tried to resurrect the Holiday Chorus as an Acquisition initiative at the last minute, but it didn't work out.

Chapter Development Materials
One of my planned initiatives for 2015 was to spend time on improving the handouts and other materials used in the day-to-day administration of Chapter Development.

I never found the time to improve Chapter Development materials in 2015.

Mentor Program
The Mentor Program is an initiative to invest some time in ensuring that prospects, candidates, and new members are properly supported with answers to their questions and solutions to any problems that are inhibiting them from having a great time with the chapter.

Again, I never found the time to implement the Mentor Program in 2015.

Barbershop Development Network
This was the idea I floated at the beginning of the year of trying to reach out to other Barbershop chapters in the area and work together for the greater good of all our chapters.  

I never got around to this, but that's okay.  I always saw this as a stretch goal to do if I had excess time.

Modernize Internet Presence
One poorly-specified initiative for 2015 was to modernize our internet presence.  We need to make our websites easier to use and improve our social presence.  This initiative is really a cross-discipline initiative with Marketing, since it touches both of our domains.


Jeff did a lot of the ground work for this, and again I never got around to following through on it.  For example, he created a generic email to use for membership and I never got around to actually using it.

2016 PLANS
ACQUISITION, CONVERSION, AND RETENTION
For 2016, we need to focus more evenly on all three parts of the membership process.  

Acquisition needs a shift in how we approach it.  Our current default strategy is to encourage guests to show up on whatever rehearsal night they can attend.  This is suboptimal for two reasons.  First, saying you can show up whenever is not a very compelling way to get people excited about attending rehearsals.  Second, our standard rehearsals are less compelling experiences for the guests that do show up than they could be, since they are focused on our existing members and the improvement of the quality of our performances.

Instead, we should focus guest acquisition around specific events.  The Vocal Clinic is the best example of this.  We probably bring in twice as many guests from the Vocal Clinic as we do the rest of the year.  This is partially due to the fact that it's a specific time to compel people to finally come, partially due to the fact that it's a much better experience for the people that do come, and partially due to the fact that it's a specific event that is much easier to market, both via direct marketing and via member referrals.


Conversion needs more focus this year than last.  As an example, we ought to be able to get more members out of the number of students we had at the Vocal Clinic.  

Retention also deserves some attention.  Currently our members don't seem likely to leave, but as we try to ramp up our numbers, we're going to hit some growing pains.  We need to make sure we don't lose what we have while we build to something bigger. 


CHAPTER DEVELOPMENT TEAM
I've been considering whether or not more people are needed on the Chapter Development Team.  As this point I feel like I still haven't utilized the existing positions properly.  There's still much more that I can do with a theoretical team of six people than what I'm currently getting done.

As before, a long-term goal is to get enough initiatives being run by enough team members that a regular meeting is a useful thing to run.

Assistant Vice President of Guest Acquisition
I have two major goals for Guest Acquisition this year.  The first is to repeat the excellent performance with the Vocal Clinic and get similar student numbers to last year.  The second is to brainstorm and implement a successful Acquisition initiative that isn't the Vocal Clinic / Open House.

Development Representatives
My major goal for the Dev Reps this year is to start utilizing them properly.  I have three initiatives planned that I expect to have executed by the Dev Reps.  First, I plan on utilizing the Dev Reps to help with the day-to-day execution of the Vocal Clinic.  There's simply far too many students for me to handle myself.  Second, I'm hoping to finally get the Mentor Program running, with the Dev Reps as the mentors and primary points of contact.  Third, I have a plan for 100% Absence Tracking that they will be executing.

Chapter Development Team Feedback Process
In retrospect while writing this document at the last possible minute, I realize that I really should have discussed this stuff thoroughly with my team members before sending it to the board.  I'm rectifying that as best as I can on an extremely short timescale for 2015.  For 2016's Year-in-Review, I will discuss my feedback with the Chapter Development Team individually and as a group before writing.

ACQUISITION INITIATIVES
Vocal Clinic
The Vocal Clinic is an event where we invite members of the community to join us at rehearsals and be taught to sing better.  We do this both as an educational outreach program and as a method of getting men interested in joining the chorus.

The Vocal Clinic is our best guest acquisition event, and we're going to do it again this year.  My primary focuses with the Clinic are to ensure we do as good of a job with the program planning and student acquisitions as we did last year, while also focusing more on converting the students into prospects.  I'm planning on bringing in more people into the planning and administration of the Clinic to ensure that all of these tasks can be done properly.


Open House
The Open House is the event where we partner with BASC to have an informal performance.  We do it both as a capstone to the Vocal Clinic and as a fun event for our members.

The Open House was a big hit last year, and I want to make sure we have another one that's just as fun this year!  My primary avenue of improvement for the Open House this year is in ensuring that we work with BASC from a much earlier date.  I've already starting discussing the Open House with Julie, which is months in advance of how it went last year.

I think the Open House is a good example of how Chapter Development isn't just Membership.  The Open House works fairly well as an incentive for students to convert to guests and candidates, but it's even better as a great time for the members.  Developing the chapter isn't just about increasing the number of people on the risers.

Holiday Chorus
Maybe this will work as a former member recruitment tool?  The primary problem I've been seeing is that new guests that join us for the Holiday Chorus are too shy to want to sing in front of strangers with us.  Former members probably wouldn't have that problem...

New Acquisition Event
We need to create a new event that drives guest acquisition this year that isn't the Vocal Clinic.  I don't have a specific idea in mind at this time.

Prospect Acquisition Analysis for 2015
I wanted to analyze where all our prospects came from for 2015 as another avenue of understanding how our acquisition is working.  I procrastinated too much before writing this document, and simply do not have the time to get this done before the planning meeting.  I plan on getting this done in January.

CONVERSION INITIATIVES
Mentor Program
The Mentor Program is an initiative to make sure that candidates and new members have someone to help them adjust to the chapter, answer any questions, and solve any problems they may have.  I plan to establish this initiative in 2016, recruiting the Development Representatives to do the work.

RETENTION INITIATIVES
100% Absence Tracking
The first step to ensure retention of our members is to understand our members.  We need to be in enough contact with our members to know when they are feeling less invested in the chapter and are therefore more likely to leave.  The first step in understanding our members is to know where they are when they are not at rehearsal.  I want to know why every performing member misses every rehearsal that they miss.

The primary concern with this initiative is that it can't feel like we're pressuring them to attend rehearsals or that they aren't allowed to miss a rehearsal here and there.  If it feels like we're pressuring people, then we're adversely affecting retention, and that's a really bad thing.  I believe this can be done without making it feel like we're forcing ourselves on our members.

I also think it would be good to have someone who knows where everyone is.  Right now if someone's missing, there's usually someone in the chorus who knows why, but it's never clear who that person is.  I feel this will be a useful resource to have a few people that are directly responsible for knowing that information.

OTHER INITIATIVES
Chapter Development Calendar
This idea is putting together a calendar of events and deadlines for the Chapter Development Team.  This is another really good idea that I don't have the time to implement before the planning meeting due to procrastination.  I plan on getting this done in January.

Personnel Categorization
I've been utilizing a specific set of terms to define the different categories of people in relationship to the chapter.  I want to specifically sit down and define these terms explicitly so everyone knows exactly what I'm talking about.  I feel these categories are useful because they explicitly outline the substeps involved in getting people involved in the chapter.

Chapter Development Materials
I need to review and revamp the materials used for candidate conversion and as resources for members.  I don't have any specifics at this point, but I feel there is likely some gains to be made here.

Barbershop Development Network
The Barbershop Development Network is an idea where we develop connections with the other Barbershop chapters in the area.  We can direct guests to each other.  We can share ideas for how to develop our chapters.

Similarly to last year, I want to continue floating this idea as a stretch goal.  I believe there is much to be gained by working together with the other Barbershop chapters in the area.

Generic Email Address
I want to start using the email created by Jeff for all CD VP work instead of my personal email.  The primary benefit of this is that everything will be accessible for the next person to take the position.  I believe we lost a lot when I transitioned into being the CD VP two years ago, and I'm sure we'll lose a lot when I eventually transition out.  For the long-term health of the chapter, we need to invest some time in ensuring these VP transitions are as smooth as possible.

__._,_.___



Posted by: Andy Maurer <andy.maurer1@gmail.com> 
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