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Executive summary

The area of technology transfer is increasing in importance in Southern and Eastern European countries. ASTP is experiencing this with an increase in the number of new members from for example Greece, Portugal, Hungary and the Czech Republic. With up to an average of 100 new members a year, ASTP takes a leading position in professionalizing knowledge and technology transfer. 

However, apart from the increase in new members every year, a big part of the existing members ends their membership each year. In order to avoid a decrease in growth in a situation where more members end their membership than new members enter, I wrote this communication plan.
The results of this research revealed that members did not become a member of ASTP for its main activity, namely the events (e.g. the Annual Conference or the Fall Seminar). Even though most people, mainly non-members and few members, visited the Annual Conference with a great frequency, the other events are not as popular among the members. Therefore, a very important question that needed to be posed is “what drew people to ASTP/Annual Conference?” Does ASTP reach its audience with their current communication tools? How can ASTP prevent its existing members from ending their membership at ASTP?

First, I conducted preliminary research by means of desk research to get more information related to the problem. From this research, it could be concluded that even though an average of 100 people become new members of ASTP, an average of 50 ends their membership each year. 

The situation analysis offered further insight into the association and its environment. An internal- and external analysis was provided including an analysis of the current communication strategy. It became clear that there was a gap between the goal of the communication strategy and the effect of the strategy. Research was conducted into the current communication strategy and into the motivation of the members to become a member of ASTP by means of interviews with (ex-) employees and a questionnaire among the members. Based on the outcomes of the research, a new communication strategy was defined with new and improved communication tools to remove the gap and recommendations were made to ASTP as to how they can reduce the amount of members that end their membership each year.     
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Preface

This study on ASTP, the Association of European Science & Technology Transfer Professionals, was written as a thesis for graduation from European Studies The Hague, specialisation in communication. The objective of ASTP is to facilitate meetings (events) on a regular basis for technology transfer professionals to share experiences in the area of science and technology. The target group of ASTP exists of junior and senior technology transfer officers at academic establishments. 

This report offers further insight in the developments concerning the memberships of ASTP. The findings of this report are based on an analysis for which a survey was conducted among the members of ASTP. With this report, I attempted to offer recommendations for ASTP so that they can stay a flourishing membership association. 

It was a great pleasure for me to go through the process of creating this report by myself and add in my personal experience. It was a great learning experience to have a greater understanding of the membership association and I worked with great pleasure to create this report. 

I would like to thank ASTP for their collaboration, their input and for entrusting me with this research. Furthermore, I would like to thank Technopolicy network and ICLN for their honesty and the board of ASTP for their valuable opinion. Finally yet importantly, I would like to thank Ms Klok for guiding me in the right direction.
Maaike van Prooijen

1. Introduction

1.1 The assignment

This research was done for and with the Association of European Science & Technology Transfer Professionals, ASTP, resulting from a problem with which they were concerned. To give recommendations on how ASTP could possibly solve the problem I presented this communication plan (Vos, Otte & Linders, 2003). The steps (Waardenburg, 1999, p.18) which I took in this communication plan are the following: 
· Make an analysis of the old situation and the new situation
· Define the bottlenecks
· Provide a new communication strategy
· Create a plan of action
· Make a plan for the evaluation
1.2 Chapter overview
The basis of this report is a problem definition, which leads to the purpose of this report, the central, and sub-questions and the justification of the research. Then, a situation analysis of the association is given. Furthermore, there is a chapter devoted to the communication      objectives and strategies after which an analysis of the outcomes of the research is given. This will be the base of a conclusion and the recommendations as to how ASTP might solve the problem. 

1.3 Background information to the problem
A group of multinational technology transfer professionals founded ASTP to provide an opportunity for science and technology transfer professionals to meet and share experiences on this subject. ASTP is a membership association and derives its major income from membership fees and the income of its three main events. By reducing entrance fees for members, ASTP attracts people to become a member of ASTP first, before attending any conference.
Research on the information in the ASTP database shows the following: 

1) Out of the total number of people who become a member right before an event, an average of 45% (Appendix 1: New members per event) does not come to any of the following events. On top of this, around 31% visits only one other event during their entire period of membership
2) Many people attend the conference for the non-member fee, which is much higher. Most of these only attend one event of ASTP. Only a small percentage of these attend one other event over the years, again for the non-member fee.  
3) There are very few active members, which visit the events. 

· If we look at the number of members ASTP had in January (460) and compare this with how many of these visited the Annual Conference in Heidelberg in 2007 (40) we can see that only 8.70% of the members attended this conference. 
· At the Annual Conference in Turku in 2006, 61 out of 390 members attended. That is 15.64%. 
· At the Fall Seminar in Nice in 2006, 35 out of 425 members attended. That is 8.24%.

The following graph was for the last Annual Conference in Heidelberg. Here we can see how divided the total number of delegates (171) was. 
[image: image9.emf]Question: How did you first get in contact with ASTP?

11,50%

18,40%

11,50%

58,60%

A colleague/friend told me about ASTP

By means of the website

By means of direct mailing (e.g. conference brochures)

Other


Therefore, in conclusion, many members of ASTP do not participate at all in the main activity, which ASTP offers. On top of that, a large part of the members of ASTP only attends one event during their entire period of membership, which differs from 2 years up to 5 years. Even though ASTP offers their members a reduced fee compared to the fee for the non-members, it seems that ASTP experiences more difficulties attracting their own members to attend the events than the non-members to attend the events.
1.4 The problem description
Because the registration fee for the events together with the membership fee are the main source of income for ASTP, it is important to look at the facts concerning the events such as participation rate and overall appreciation. One should also look at the facts concerning the developments in the membership such as how many new members ASTP attracts each year and how many cancel their membership. Research into the database of ASTP has shown that the absolute number of new members fluctuates, and that the customer lifetime differs. 

1.4.1 The customer lifetime value

Concerning this customer lifetime, one of the most important trends in marketing is the increasing importance, which companies attach to their relationship with its customers. (Verhoef, 2004, “Introduction” section, para. 1) According to Verhoef, keeping one’s customers is more valuable than taking actions to acquire new ones; and nowadays many companies focus on that. A company should research the relationship with its customers in order to make sure that they stay with the company, with the ultimate goal to secure their income. 
The customer lifetime is defined by the number of years that a client stays with an organization. A company should be able to check if its investments in for example a marketing campaign are less than the benefits which should be derived from it such as increased sales or improved corporate image. (Lim, 2004, “why is it so important to you and your business?” section, para 5). When calculating the customer lifetime value the company can look into this. 
1.4.2 Barriers to the customer lifetime value
The customer lifetime value is not very easy to be calculated. According to Wer (2003, “Why Is It So Hard to Measure and Manage Customer Lifetime Value? section, para. 1) there are three barriers to calculating customer lifetime value: 
1) Organizational structure: this barrier poses a problem because there is not one function or party in a company that deals with the customers, but several (para. 2).
2) Management decision-making processes: this is a barrier because decision-making is combined with the organizational structure. Again, there is not one party involved with doing so and on top of this, different parties within different parts of the organization might have different markets as their focus (para. 4).
3) Information management: this poses a barrier because it can sometimes be rather difficult to trace the customer’s total purchases within the organization (para. 10).
Organizations can solve these problems when they distribute tasks and define the target market with its customers.
Other problems when attempting to calculate the customer lifetime value, are defined by Smith (Smith, 2004, “how to calculate lifetime customer value”, para. 4) 
1) Incomplete data; an organization might only have data from the past 5 years of its existence.
2) Lost customers (para. 7); customers which only buy a product once or use a service once before they try those of another organization might result in the loss of a customer.
3) A new company (para. 8); when your company has only been operating for a short period, it is difficult to estimate how long customers will stay. 
4) Choosing a formula (para. 11); many different methods have been described as being the right one to calculate customer value lifetime, so it is very difficult to choose the right one for your company. 
Smith tries to offer solutions to these problems, which are the following:

· Incomplete data: It is a very time consuming activity to try to retrieve information on the consumers that is not at hand or is not kept well in the first couple of years of the organizations’ existence. Therefore, one should use the data that are available and refine as more (current) data comes in. 
· Lost customers: Having lost customers in the past does not mean they cannot be seen as potential customers in the future. Do not think too much about the customers that have been lost, but focus on how to retrieve them.
· A new company: For a new company it is important to monitor trends, start practising how to calculate the customer lifetime value with the numbers there are, and refine them when more data become available.

· Choosing a formula: Try the different methods and see which one works and fits best.  

1.4.3 The problem
According to Verhoef and Lim a company should check how long a customer stays by means of calculating the customer lifetime value. Wer and Smith explain what needs to be considered in advance and how problems, which might occur, can be solved. When comparing the number of new members of ASTP to the number of people that end their membership each year (Appendix 2: Membership data), on average 99 people become a member of ASTP but 50 people end their membership each year. 
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Each year ASTP is very successful in attracting new members, but they fail to keep most of them. For that reason, the question is not really, how ASTP can attract new members but more how can ASTP “attach” its new and existing members to the association for a longer period.
1.5 The purpose of the report
The goals of this research are to give ASTP insight in the developments of the membership and to give recommendations to ASTP as to how the new communication strategy can help ASTP to keep increasing the number of new members and how they can keep them and the members they already have. 

1.6 The central research question and sub-questions

In order to determine the recommendations for ASTP, it was important to formulate a central research question and sub-questions. The central research question is at the same time the purpose of this research.
The central research question: How can a new communication strategy contribute to the reduction of the amount of members of ASTP that end their membership each year?
The subsidiary questions are the following:
· What is the main reason why members end their membership of ASTP?

· What is the current communication strategy of ASTP?

· What is the effect of the current communication strategy of ASTP?
· Which expectations do the members have of ASTP?
1.7 Justification of the research
I used different methods to answer the central question and the sub-questions. To get an exact idea of what is going on concerning the membership developments, the preliminary research (Saunders, Lewis & Thornhill, 2003, p. 18) was done first. For the preliminary research, I looked into the files of ASTP and calculations were made based on the records, which ASTP kept on their members and this lead to the discovery of the problem. 
I started my research by looking into the records of the members, because the members are the most important attribute of the association. Besides the files of ASTP, I used internet and literature as a source. When the problem was defined, an internal analysis of the association was made. The current communication strategy and the goals of that strategy were defined during this phase. To measure the current effect of the communication strategy of ASTP, a survey was held among the (500) members of ASTP. The survey also pointed out information on the needs of the members. On top of this, more figures were derived from the records of the members. It became clear that there was a gap between the goal of the communication strategy and the effect of the strategy. 
For this research, I held several interviews as well. This technique was used to get a more elaborate view of the internal situation and to acquire information from other membership associations. The ultimate goal of the research was to see whether it could form a base for the recommendations for ASTP as to how they might possibly solve the problem.                                                                                                                                                                                                                                                                                                                                                                                                                         

1.8 Choice of research strategies
1.8.1 The customer marketing method

The customer marketing method (MSp Associaties, 2003, p. 90) is very important for this research. It coincides with the communication plan and it involves the collection of information on customers (members). This strategy was used as a plan of action for the research.
For the first phase of the customer marketing method, I used desk research to gather the information necessary. For the desk research, literature on marketing, on customer-orientated organizations, on communication strategies and on communication tools were used. To obtain some information relating to the developments of the members and their membership of ASTP, a closer look into the files of ASTP was needed as well. ASTP has kept a database with the reasons why members who ended their membership did that. This part of the desk research was used to answer the question of why people end their membership with ASTP. 
1.8.2 The research strategy

To answer the sub-questions, a research strategy was necessary. According to Saunder, Lewis & Thornhill (2003 p. 90), a research strategy is a general plan of how one will answer the research questions. Together with the research strategy, one should name the exact sources from which data will be extracted as well as how these data will be collected. There are many different kinds of research strategies. The research strategy, which was most applicable, was the strategy of a survey, because a survey makes it possible to acquire a large amount of information in a simple way. The survey consisted of qualitative research. The sources from which I collected the data from were firstly all the members of ASTP and secondarily employees of ASTP and heads or team leaders of other organizations. 

1.8.3 Approaching the members
The members were approached by means of a questionnaire. This strategy was chosen because a questionnaire can easily be dispersed among the members and the data are standardised, which means that the comparison of the answers given by different members as well as drawing a conclusion from these data can be done easily. On top of this, a questionnaire does not require much explanation. 
Before sending out the questionnaire, I had to consider what the different possibilities were for sending out the questionnaire and choose which method would be most appropriate to reach the target group. I had to choose between the option of sending out hard copies of the questionnaire and the option of sending it electronically. I chose to send it electronically, because this would be the fastest and easiest way to reach the members.
When sending out an electronic questionnaire, there are several options. 
1) Create a questionnaire in Word and send it via e-mail. 

2) Create a questionnaire as an e-mail. 
3) Create a questionnaire on-line. 
I choose the third option because this method was the most appropriate: for a recipient it would not be very time consuming and there would not be many technical difficulties. On top of this sending out a questionnaire also was the easiest way to reach the members, because ASTP had all the e-mail addresses of its members. 

Other methods, which could have been used to acquire information from the members, are the methods of interviewing or focus groups. These methods are carried out face-to-face. These methods were not chosen even though I would have access to the members at the Annual Conference. I would not have time to interview the members or groups of members for I would be too busy with the organization of the actual conference. 

1.8.4 Approaching the employees and team members (of other organizations)
The employees and team leaders were being approached by means of an interview in order to get a great deal of information and several opinions towards the theme. This way, I could acquire more insight into how ASTP as well as other organizations deal with their members and losses in membership.

The interviews differ from the questionnaire in that instead of sending a list of questions to a recipient, a number of questions were posed face-to-face with the recipient. Reaching the employees of ASTP was not difficult, working with them every day. I made appointments and held the interviews. To organize interviews with employees from other associations was also not very difficult since they situated at the same location as ASTP. Therefore, I had access to their team leaders which had no problems to give an interview.
1.8.5 Data collection methods
The table below demonstrates the used research questions together with the relevant strategies and the methods of data collection.
	Research question
	Research strategy
	Data collection method

	1. What is the main reason why members end their membership of ASTP?
	· Desk research
	· Look into the files of ASTP

	2. What is the current communication strategy of ASTP?
	· Survey
	· Interview

	3. What is the effect of the current communication strategy of ASTP?
	· Survey

	· Questionnaire


	4. Which expectations do the members have of ASTP?
	· Survey
· Desk research

	· Questionnaire
· Look into the files of ASTP


2. Situation analysis

In this situation analysis, the internal and external analysis of ASTP will be discussed.

2.1 Introduction to the association
“The initiative of a multinational group of professionals to meet and share experiences on the subject of science and technology on a regular basis resulted in the establishment of the non-profit Association of European Science & Technology Transfer Professionals.” (ASTP, 2007, homepage)
ASTP organises several events a year where delegates can exchange ideas and thoughts on science and technology transfer. ASTP organises three events a year on a large scale: The January Courses, the Annual Conference in May and the Fall Seminar in October. Besides these events, they arrange several other events on a smaller scale namely: the Site Visit; were several participants will visit a leading office in technology transfer, The Workshop; an interactive workshop on how to solve a problem or on a general subject such as how to request for a patent and there’s the Executive Forum; a discussion for senior technology transfer officers on certain topics. The events take place at different location in Europe. 
To create these events, money comes from the registrations fee for the participants, but ASTP also makes use of sponsors. For every event, ASTP seeks actively for sponsors. ASTP puts together sponsor packages in which are defined exactly which opportunities the sponsors gets to display its organization. There are different sponsor packages for different prices. The advantage for the sponsors is awareness and image building (Kitchen & De Pelsmacker, 2004, p. 102) which can be done by means of the publication of company logos or by means of stands at the events of ASTP.  

ASTP has over 500 members in 36 different countries (Appendix 3: Members from which country). They have an international board, which consists of seven members. One of them is the general manager of ASTP and the others are volunteers. They all are directors or managers in technology transfer offices. The assembly of the board changes every year. ASTP has its office located in The Hague and here the general manager, the project leader and the project assistant are situated. ASTP used to organize the events in association with Science Alliance (“Science Alliance is an intermediary organization that stimulates the collaboration and knowledge transfer between universities and external parties” (Science Alliance, 2007, homepage)) which was hired by ASTP for the logistic aspects of the events. ASTP is currently looking for a conference manager of its own.
The membership of ASTP is on an individual basis. This is in contrast with other organisations, such as competitor ProTon, where membership is institutional. In institutional membership, an organisation becomes a member, which means that any delegate of this organisation can visit the events organised by the membership association. At ASTP, only individuals who are member of ASTP can visit the events for the reduced price. If an individual of an organisation is not a member of ASTP where another person in the organisation is, he cannot attend the event for a reduced fee.

The mission of ASTP is to professionalize and promote technology and knowledge transfer between the European science base and industry.

2.2 The services of ASTP
ASTP provides the following services for its members (ASTP, 2007, Services & Activities):
ASTP is a platform for exchanging ideas on the following subjects:
· Technology transfer practices in different European countries

· Management of technology transfer offices

· Patenting

· Licensing

· University Start-up companies

· All other aspects of science-based knowledge transfer

ASTP provides this platform by means of several events per year where people can exchange ideas and where they can network. 
There is a discount for members on the registration fee for attending the conferences, seminars, courses and workshops, which ASTP holds. There is also a discount for conference materials of past events.
Every year a membership directory is constructed which holds all the names and addresses of all the persons who are a member of ASTP at that time.
ASTP provides access to the membership area on the ASTP website. One can find the (quarterly) updated membership directory here. In addition, on this restricted area members can enjoy the following services: “The ASTP newsletter with up-to-date background information on Tech Transfer related subjects as well as practical information on the association.” (ASTP website). Furthermore, the members can find the presentations (PPT) which the presenters used during the conferences and seminars and the outcome of the Annual ASTP survey on ‘Facts and figures on technology Transfer at European Academic Research Institutions’.
On top of this, ASTP has an on-line discussion group with its instructions on the membership area. ASTP sends new members an invitation on whether they want to join.
2.3 Competitor analysis
The main competitor for ASTP in Europe is ProTon Europe. Both are leading European knowledge transfer professional associations (Europa-Rapid-Press Releases. 2007 “How does Europe perform in comparison with the US in this field?” section, para. 1). They practice the same subjects and their main geography is Europe. “ProTon Europe is the pan-European network of Knowledge Transfer Offices (KTOs) and companies affiliated to universities and other Public Research Organisations (PROs).” (ProTon Europe, “Information on Network” section. para.1) They engage themselves with networking, the exchange of good practice, staff exchanges and the delivery of appropriate training to support the professional developments of knowledge transfer offices across Europe. ASTP distinguishes itself from ProTon by offering individual membership (membership per person) as well as institutional membership (membership per organization) whereas ProTon only offers institutional membership. More importantly, volunteers founded ASTP and ASTP does not have any funds whereas ProTon was formed by the European Union and used to be subsidized by them. 
Organizations, which operate in different areas from ASTP, are AUTM, which operates in the US and Unico, which operates in the UK. With these organizations lie opportunities for collaboration. This option has been mentioned before by ASTP and AUTM and between ASTP and ProTon Europe but no formal action has been taken yet.

2.4 Consumer analysis
ASTP has defined their members as being the following: the members of ASTP mainly are junior and senior technology transfer officers at academic establishments such as universities, academic hospitals and non-private research institutes. 
To understand a little bit more of what interests the members or of what they are looking for in ASTP a questionnaire among the members will be held. 
2.5 ASTP and its consumers
From interviews with (former) employees of ASTP, it becomes clear that the consumer takes a central role for ASTP. ASTP is a members’ focussed association (MSp Associaties, 2003, p. 105) and tries to provide in what the members want from ASTP.
2.6 The Main findings of the research
2.6.1 Analysis of the desk research

The desk research was used to help answer the following sub-questions:

· What is the main reason why members end their membership at ASTP?
· Which expectations do the members have of ASTP?
For a membership association it is important to analyze the reasons why members end their membership. In doing this, ASTP might be able to discover a pattern as to what their members want from them. If you know, what your members want from you it is easier to come up with strategies to prevent the members from ending their membership (Kleingeld, 1999, p. 39). As for the question why members end their membership (Appendix 5: Reasons why people end their membership), the main finding (see table below) was that per year many members of ASTP leave the organization or company they are working. These people often start working in another area than Technology Transfer. It also happens that the new organizations for which they will work will not finance their membership. There is not much ASTP can do in this case. The table shows that most of the reasons are reasons over which ASTP has no control.
There is however one factor in the table with which ASTP seems to be struggling. In the table, we can see that ASTP ends almost 12% of the memberships because they have not paid the membership fee. Even though it is ASTP policy that if members want to end their membership, they should do so in December preceding the year they want to stop. As it turns out, many people claim they have not heard of this policy and end their membership in the middle of a year without paying the membership fee for that year. ASTP does provide services to everybody who is a member so there are costs involved in providing for people who want to end their membership. 

	Reasons for withdrawal Total

	No reason
	107
	30,31%

	No longer employed at the organization
	82
	23,23%

	Didn't pay, membership ended
	42
	11,90%

	Internal Change
	41
	11,61%

	Budgetary
	24
	6,80%

	No longer interested
	19
	5,38%

	Retired
	8
	2,27%

	Denied by company
	7
	1,98%

	Not attending any conferences
	7
	1,98%

	Moved
	4
	1,13%

	Disagree with policy
	3
	0,85%

	No benefits membership
	3
	0,85%

	Maternity/temporary leave
	2
	0,57%

	Died
	1
	0,28%

	No time to stay involved with ASTP
	1
	0,28%

	Organisation no longer exists
	1
	0,28%

	Unforeseen (unspecified) circumstances
	1
	0,28%

	Total
	353
	100,00%


To answer the question of which expectations the members have of ASTP we can see from desk research that not many members attend the events. These events provide the opportunities for the members to meet with peer colleagues and to exchange ideas on Technology Transfer. 226 members out of the 504, which are a member in 2007, have not attended either of the ATSP events since the end of 2005. More importantly, out of this 226, 184 members have not attended an event since the end of 2004. Op top of this, out of the 226 which were members at the beginning 2007, 41 members have ended their membership and 31 (out of 50) have been sent a final notice for not paying their membership fee. This indicates that even though the events are ASTP its main activity, this is not the main reason why people become a member of ASTP.   

2.6.2 Analysis of the questionnaire
The questionnaire was used to help answer the following sub-questions:

· What is the effect of the current communication strategy of ASTP?
· Which expectations do the members have of ASTP?
The questionnaire (Appendix 6: The questionnaire) was held among the members of ASTP. 500 questionnaires were sent out and 100 members replied a filled out questionnaire. It is interesting to note that there (unexpectedly) was a high response rate of 20%. ASTP employees and board members were surprised that so many responses were given. 

The respondents of the questionnaire have indicated that they are not aware of all the services of ASTP. In addition, the respondents gave many comments on the main communication tool of ASTP, namely: the website. Furthermore, the members have mentioned that they do not very often attend an event other than the Annual Conference even though the members of ASTP do receive (little) publicity for the other events. This means that the communication tools are not effectively reaching the members. The bottom-up hoe strategy seems to be the right strategy but not executed appropriately. ASTP should therefore adjust the bottom-up strategy by listening to a larger part of their target group. They currently only rely on the board members. ASTP seems to have succeeded in portraying itself, because the members believe that ASTP fulfils the expectations, which they had, of the association before they joined as a member. The target group appreciates the openness and the tone of voice of the messages.  

From the responses to the entire questionnaire, one could draw the following conclusions:
Most respondents get in contact with ASTP because they heard of the association from a colleague or a friend. Over 60% of the members received a good impression from this source. 11.5% had heard of ASTP by means of the ASTP website, several members mentioned that the impression they got from the website was not a good impression. The main reasons why the respondents became a member of ASTP were to share expertise/learn from other experienced technology transfer officers, to network on an international level, the opportunity to meet peer colleagues and to belong to a tech transfer community. 
The respondents had become a member in different years and visited the events with different frequencies. It became clear that 25% of the people who had become a member in 2005 or longer ago, claim to visit one event every 2 years. 30% of the people, who had become a member in 2006 and 2007, claim to visit one event per year. 
When the events and services had to be rated, most people answered that they found the Annual Conferences of ASTP very useful. Over 60% had never visited the fall seminars, the courses, the workshops and site visits or the executive forums. Most respondents did not rate the website but 34% considered it useful, whereas 44% considered the newsletter useful. Hardly anybody uses the e-mail discussion group and the members find the membership directory to be very useful.
The respondents believe that ASTP fulfils the expectations, which they had before joining the association. Only 5% believes that ASTP does not fulfil the expectations of any membership association in general. 
On the question whether ASTP could improve its services, many members gave comments on the website. As for the newsletter, they would like it to come more frequently and to have information on Technology Transfer. The membership directory is good, but 11% would like to have a digital version available. 

Most of the members did not know of the e-mail discussion group, so they did not give many comments here. Finally, they did give a few tips for the organisation of the events. 

At the final questions, many gave a response. Most respondents are interested in Job exchange between Technology Transfer Officers. 
Other services, which they would like to see, are News Service and matchmaking events. The services of lobbying and providing tools were also wanted but to a lesser extent. 

Since not many members of ASTP attend the smaller scale events, I posed the question as to whether they were at all interested in these events. From the analysis of the questionnaire, we can conclude that almost 35% of them are interested in these smaller scale events
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2.6.3 Analysis of the interviews

The interviews were used to help answer the following sub-questions:

· What is the current communication strategy of ASTP?
Five interviews (Appendix 7: The interviews) were held: two interviews with two different kinds of membership organizations and three interviews with (former) employees of ASTP. I held the interviews with the employees to get a better insight in the internal analysis of the association. To get a better look into how other membership association are organized and to see if there is something which ASTP, being a membership association, could learn from them, 2 interviews were held with two different membership associations.

The interview with the general manager of ASTP on the current communication strategy was a very brief one and very much to the point. From this interview, I was able to conclude that the strategy of ASTP was a bottom-up one. The fact that the board of ASTP consists of people from the actual work floor illustrates this. They belong to the target group and can therefore bring to ASTP what they think the target group needs and wants. Therefore, ASTP listens to the board, which knows what is going on in the area of science, and technology transfer, which is the subject of interest of the target group. 

The interviews with ICLN and Technopolicy Network:

It came as a surprise to see that ASTP does not have any statistics on the developments of the membership, but as it turns out neither of the membership organizations, which I interviewed did it. ICLN had done so in the first 4 years since the existence of the organization, but not since 2004. As for the different services, which the organizations provide, they are mainly the same as the ones ASTP has. 
Both organizations also held events throughout the year. The programming was the same: there are presentations and in the breaks, there is the opportunity to network, but both of the organizations, unlike ASTP, had a separate interactive item mentioned in the program of the event. ICLN organized a role-play of a trial where all the participants where divided in groups and the Technopolicy network had arranged for a debate. 
They had six different sessions, each session representing another area of the world and statements where given on which would be debated. At the end of the session, the delegates could vote which session was best. The main communication tools for the organizations are the website and direct mailing. ICLN also made a newsletter 4 times a year.

The interviews with (former) employees of ASTP:

The main finding from the interviews was that the website of ASTP really needs improvements. Out of the few communication tools, this is the tool, which can best reach the target group, because this way ASTP can reach the target group directly and in a non-time consuming way for both parties. Unfortunately, ASTP does not currently use it much and they have received many complaints about the website.

As to the question of whether ASTP is a members’ oriented organization, it became clear that ASTP is. Employees seem to know enough information for being customer oriented and they know that customer orientation is extremely important. Sometimes ASTP seems too much customer oriented, because they desperately try to hang on to the members, which have not paid for the membership fee. ASTP calls them and sends them several e-mails to convince them to stay a member of ASTP. According to the employees, ASTP could invest more into keeping members interested and close to the association. 

The interviews with Technopolicy Network and ICLN gave a lot insight into how other membership associations operate. Unfortunately, the information was not a very good base to give ASTP recommendations on how they could improve certain tings. There however was information, which strengthened assumptions, which already existed such as the organization of more interactive items at the events.

The interviews with the (ex-) employees of ASTP helped to give an insight in the internal situation of ASTP and were a base for the evaluation of the communication tools and the internal analysis.

2.7 SWOT analysis
When looking at the internal and external situation of the association one makes a SWOT analysis (Vos, Otte & Linders, 2003, p. 27). This involves defining the strengths, weaknesses, opportunities and threats of the association. 
	Internal
	External

	Strengths
	Weaknesses
	Opportunities
	Threats

	Membership both on an individual and on an institutional basis
	A small scale office
	Taking the conference management into own hands
	Losing the board

	A dedicated board
	No policy for members who do not pay the membership fee
	Creating a better website
	Negative growth of the members

	Sponsors
	The website
	Receiving feedback from the members
	Members will not visit the Fall Seminar

	Ability to organize successful events
	Can not attract members to their events
	Changing aspects of the Fall Seminar
	

	
	Only makes a lot of publicity for the Annual Conference
	
	

	
	The Fall seminar is almost the same as the Annual Conference
	
	

	
	Differences in the attitudes of the employees
	
	

	
	No written plan for the organization of the events
	
	


Strengths:

· Membership on an individual basis. Unlike many other membership associations, ASTP offers membership on an individual- and on an institutional basis. Membership of other organizations is done on an institutional basis. 
· A very dedicated board of volunteers. This board is indispensable for the organization of the ASTP events. They are all Technology Transfer professionals and since they are all from different countries, ASTP has access to an international network.
· Sponsors. ASTP has two main sponsors and arranges for other sponsors for their events. Since ASTP provides reliable and substantial opportunities for the sponsors to portray themselves, ASTP always has much interest from sponsors. The interest of sponsors in the events enables ASTP to provide expensive items for their delegates such as a dinner on a boat in Venice.
· Ability to organize successful events. Evaluations of the events and response forms filled out by the attendees of the events have shown that several events of ASTP have been very successful in the past. This mainly has to do with the offer of a professional and highly relevant program and the ability to attract non-members to come and visit.
Weaknesses:
· The small-scale office. There are only 3 employees working at the office of which one is a short term trainee. This often leads to problems, because the trainee is not able to provide accurate information on subjects of which they have no knowledge. On top of this, ASTP experiences problems with the organization of the events, because there only are three people working at ASTP and the general manager does not have the time to be much involved with it. Even though a small-scale office has its advantages such as less management, but for ASTP the disadvantages weigh more than the advantages.
· No policy for members, which do not pay for the membership fee. ASTP sill ends many memberships because these members have not paid the fee. ASTP cannot take/is not currently taking any action against it. ASTP loses money because of this.
· The website. The members of ASTP have made many complaints on the format of the website. ASTP does not have any specialized personnel, which could change the website and they should therefore hire somebody to do it for him or her. The members are not very satisfied with the website.
· ASTP is unable to attract its members to the events. Many people attend the events, but mostly they are non-members. This indicates that ASTP members are not involved with the association.
· Only making publicity for the Annual Conference. ASTP makes a lot of publicity for the Annual Conferences, but less publicity for the small-scale events. Even though the fall seminar of the same scale as the Annual Conference. This results in the fact that fewer people attend the fall seminar. 
· The fall seminar is almost the same as an Annual Conference. The subjects differ, but the setting is the same. This also is a cause for why fewer people visit this event.
· Differences in the attitudes of the employees. From the interviews, one can conclude that there is a difference in the business attitude of the employees. One of the employees wants to try everything to convince the members to stay with ASTP where another says that if the members do not want to stay a member, ASTP should let them go. This contradiction in opinions leads to internal differences and a mixed message, which the association sends out.
· ASTP does not have a written plan for the organisation of events. As it turns out, for every event always something was forgotten. Nobody writes these things down which results in the same problems during the organization of the next conference. This leads to complaints from the delegates. 
Opportunities:

· Taking the conference management in own hands. ASTP is looking for a conference manager. They used to hire one. In the past, it has happened that ASTP was not up to date on information of what the conference manager had done for the conferences. This lead to confusion, misunderstandings and double appointments. If ASTP takes the conference management in its own hands, it will become much easier to divide tasks and to check who contacted whom.
· Creating a better website. The website is the main communication tool of ASTP but it is currently not fulfilling the demands of the members. Because the website is subject to complaints, the members do not use this tool and ASTP therefore has trouble reaching its target group. 
· Receiving feedback from the members. When ASTP holds an evaluation, the target group often has many ideas. If ASTP would hold more surveys, they will be able to keep improving the association as well as the events, because they will get a better understanding of what their members want from them.
· Changing aspects of the fall seminar. When the fall seminar becomes different from the Annual conference, ASTP might be able to attract more members to this second big event. This will lead to bigger successes among the fall seminars.
Threats:

· Losing the board. The board of ASTP consists of volunteers. ASTP has to keep them involved and enthusiastic because otherwise they might loose interest and leave the board. If ASTP no longer has a board, they will lose many contacts and the ability to adapt ASTP policy to the opinions of people from the work floor. 
· Negative growth of members. When more members end their membership than new members enter the association, ASTP will stop growing. 
· Members will not visit the fall seminar at all. There is only little publicity for the fall seminar and the programme is the same as the Annual Conference, making the Annual Conference more appealing. It already shows (Appendix 4; Participants Fall Seminar and Annual Conference) that more people (among which members) attend the Annual Conference than the fall seminar. If ASTP will not take any action against this, members might not go to the fall seminar at all.  
ASTP can benefit from its strengths and opportunities by focussing on their strengths and exploiting their opportunities and they should try to overcome their weaknesses and prevent the threats. For example, ASTP should try to maintain the interests of their sponsors, because they fund the ASTP events and the annual survey. They should do the same with the board of ASTP. They are very important for the association, because they have a direct view on the work floor of the target group of ASTP and they can therefore provide ASTP with very relevant information concerning the target group. If ASTP will make the effort of keeping them involved and interested the possibility of loosing the board members will be less of a threat. 

Since the events are the main activity for ASTP, they should keep on organizing them. Taking the conference management in their own hands will be an advantage for ASTP in organizing successful events. In doing this, ASTP should also try to overcome some of its weaknesses. The fall seminar is almost the same as the Annual Conference. ASTP should try to make them more different from one another, which might result in more members coming to the evens and more people from the target group coming to the fall seminar. Another aspect, which might solve the problem of people, especially members, not visiting the fall seminar, is the little publicity ASTP makes for this event. 
Another weakness with which ASTP should deal with in organizing the events is the absence of a plan with all the basic things which need to be thought of when organizing the (any) events. Since there is no such plan, ASTP keeps on making some of the same mistakes when organizing the different events. If they would have a written plan, ASTP will not make these mistakes again.   

As for other opportunities for ASTP, they should get closer to their customers. From the questionnaire with the customers (from which much information about the customer could be derived), it turned out that they are not happy with the website (which is a weakness of ASTP). Also from the interviews with one of the employees and a former employee, it became clear that they were not happy with the website. Since the website is the main communication tool for ASTP and since they can easily change the website, there lies an opportunity for ASTP to reach its public better. In addition, it turned out that much could be drawn from the feedback from the members, ASTP should keep drawing information from them to improve the services of ASTP and to fulfil in the needs of their target group.
2.8 The current communication strategy
The communication strategy of ASTP is not defined anywhere, but experience on the work floor of ASTP and an interview with the general manager have given enough information to make a description of the current communication strategy of ASTP. 

2.8.1 Aspects of the strategy

A communication strategy can be pro-active, reactive or passive (Waardenburg, 1999, p. 47). ASTP adopts a reactive policy. In a reactive policy, the organization reacts to events when they occur (The CTDP Management Guide, 2000, “Proactive vs Reactive Management” section. para. 2). They do not anticipate in advance of situations that might occur but afterwards. 
In a communication strategy, one should make a distinction between top-bottom or bottom-up communication. The communication of ASTP is bottom-up. This can be seen from the fact that the members of the board of ASTP work in the area of technology transfer, just like the target group of ASTP. This indicates that ASTP defines its policy and its programmes by means of the bottom-up strategy. 
ASTP tries to have a personal tone of voice in their communication. One can see this from the e-mails they send out to their target group. ASTP really tries to send messages on a personal base. On top of There is a high level of openness between ASTP and its target group. One can discover this from the information published on the website. ASTP tries to publish everything on the association as complete as possible. 
ASTP reaches the target group in different quantities. When people have questions, ASTP deals with them individually. When ASTP sends out e-mails this, they do this to a group or en mass. ASTP also makes use of intermediaries so they have direct and indirect communication with their target group. When they want to send out the brochure of the conferences, they send their database to ‘Adrepak’ and they will send the brochures by mail to the people from the database.  
2.8.2 The nature of the communication tools
The nature of the communication tools of an organization can differ. There is a written, oral and audiovisual nature to tools or a combination of those possible. For ASTP the nature of the communication tools is mostly written. This can be seen from the communication tools of ASTP, namely: the website, the newsletter and direct mail. ASTP only arranges for a minor part for oral communication. An example of this is the stand of ASTP at the IPTEC event in February. Every year ASTP sends one of its employees to the three-day conference of IPTEC where ASTP has a stand. 
This is an example of two-way communication or dialogue, but most communication of ASTP is one-way. According to the employees of ASTP, they can best reach the target group by means of electronic communication instruments. This has to do with how quick ASTP can spread the message and the ability to reach the target group directly. 
2.8.3 The goal of the strategy
To define the goals of a communication strategy (Waardenburg, 1999, p. 24) one usually looks at the mission of the organization. Communication should help achieve the organizational goals. One can thus find the base for the goal of the communication strategy of ASTP in the mission of ASTP. ASTP wants to professionalize and promote technology and knowledge transfer between the European science base and industry. ASTP does this by organizing meetings with a high standard of presentations and discussions throughout the year so that they can facilitate the exchange of ideas and expertise and to strengthen the network of their members (ASTP, 2007, “what does ASTP do” section, para. 1). Therefore, the communication goals of ASTP are to increase the number of members of ASTP and to increase the number of members to attend the events. 

2.8.4 The effect of the strategy

One can partly draw the effect of this communication strategy from the questionnaire. The respondents have indicated that they do not use all services of ASTP and that they do not visit events other than the Annual Conference. This indicates that the bottom-up strategy is a good strategy, but ASTP does not execute it the right way. It is clear that the board of ASTP might know what the target group wants, because they themselves are part of the target group, but that does not mean that they represent what the entire group wants. ASTP should listen to a more representative group in the target group than the six members of the board alone. From the questionnaire, it one can conclude that the members believe that ASTP fulfils the expectations, which they had, of the association before they joined as a member. This indicates that the manner of openness is enough and the target group very well appreciates it. Apart from using the personal tone of voice in the e-mails, ASTP should also use this on their website.

The reactive policy of ASTP causes problems. The target group makes complaints after the events on subjects, which ASTP could have anticipated in advance. On top of this, from the questionnaire we can see that the target group has many complaints but also ideas about the services of ASTP. 
If ASTP would get in touch more often with their target group, for example by means of an annual questionnaire, they would be able to anticipate on these ideas and complaints and prevent them. 
8.2.5 Summary
In conclusion, ASTP currently adopts a reactive policy in their communication strategy as well as a bottom-up one and ASTP experiences problems with both of these aspects of the communication strategy. Other aspects of the communication strategy, which do not cause any problems, are the personal tone of voice in their messages and level of openness to their target group. The effect of the current communication strategy is different from the goal, which ASTP wants to achieve with this strategy. 

2.9 Communication tools
The communication tools, which ASTP uses to go with the communication strategy, are the following. ASTP communicates to its members mainly by means of their website. The website is the most important communication tool of ASTP. Other communicating tools, which ASTP uses, are direct mail and the newsletter, which appears 4 times a year. ASTP uses the tool of direct mail to reach the target group directly and the newsletter to inform the target group. They can choose themselves at which time they want to read it.
From the questionnaire, we can see that the communication tools of this strategy do not reach the target group. The conclusion from the desk research shows that from the evaluation of the Heidelberg only few people use the website. From the questionnaire comes the same conclusion. 
2.10 Bottlenecks

From the SWOT analysis, one can define the bottlenecks of the organization (Vos, Otte & Linders, 2003, p. 36). From the different answers given in the SWOT analysis, one can sometimes find a relation between them. It can be said that since there have been many complaints concerning ASTP’s main communication tool, the website (weakness), it is not surprising that ASTP has trouble convincing its members to come to the events (weakness). 
Also, since no other means than the website are being used to promote events other than the Annual Conference (weakness) it makes sense that fewer members visit events other than the Annual Conference (threat). 

The reason why ASTP needs a new communication plan is that there are internal and external bottlenecks. Internal problems involve the small-scale office. There is also a difference or contradiction in the business attitude of the employees. An external problem, which ASTP has, is the disability to keep members involved with the organization for a longer period. 
3. Objectives and strategies
3.1 SMART-theory
To define the recommendations it is necessary to describe more detailed communication objectives for ASTP. (Vos & Schoemaker, 2005, p. 210) These objectives accurately define what ASTP should achieve in the future on behalf of the chosen target group (Vos, Otte & Linders, 2003, p. 57): the members of ASTP.
Communication objectives should be concrete and these objectives should be SMART (Smith & Taylor, 2004, p 318): 

· Specific; the criteria which needs to be changed are defined
· Measurable; a quantitative measure of the amount of changes is needed
· Actionable; an action has to be derived from them
· Realistic; the target group should be included
· Time-specific; the time when it needs to be achieved is mentioned
This means that for every separate objective the target group, a quantity in percentages, a period and the criteria, which need to be changed, need mentioning. On top of this, from the objective one can derive an action. 
3.1.2 The communication objectives
There are three different types of communication objectives (Vos, Otte & Linders, 2003, p. 65). There is knowledge-, attitude- and behavioural objectives. For this communication plan, one has to define communication objectives. They are the following:  
Knowledge objectives: 
· To increase awareness of all of the services of ASTP among 50% (an average of 50% of the total number of members is unaware of the complete set of services of ASTP) of the members of ASTP within 6 months
· To increase awareness of the attributed value of going to an ASTP event among 30% (To attract more than half of all the members to come to the events over 3 years) of the members of ASTP within 18 months
Attitude objectives:

· To position ASTP as a company with unique services and aspects among non-members within 12 months 
· To ensure 20% (involvement is already 20% and this should be doubled) more involvement or interaction of the members of ASTP with the organisation within 18 months 
Behavioural objectives:

· To encourage 60% (ASTP would like most members to attend the events, since this is their main activity) of the members to visit events other than the Annual Conference of ASTP within 3 years.
· To encourage input from the members of ASTP by 30% (input lies around 20% and at least half of the total number of members should give input) in 12 months. 
3.2 The communication strategy
In this paragraph is described how ASTP could achieve the communication objectives as posted in the previous chapter by means of a new communication strategy (Vos, Otte & Linders, 2003, p. 75). For this new communication strategy, it is necessary to define what ASTP wants to achieve, who should be involved in the process and how to achieve it.
What does ASTP want to achieve? The main goal of the new communication strategy of ASTP is to increase the number of members of ASTP.
Who is involved with achieving this goal? The people involved with achieving this goal are the employees of ASTP and the members of board of ASTP. Together they all should try to create an image for the company and communicate this image to the target group. 
How can ASTP reach this goal? From the evaluation of the effect of the current communication strategy of ASTP, we can see that the reactive approach, currently used, causes problems for ASTP. Therefore, ASTP should adopt a more pro-active approach in its new communication strategy. The main attribute of this policy is that the association should focus on planning for the long-term. For the pro-active approach this means that ASTP should anticipate more to the demands of its members (Milano, 2000, “how to be pro-active, not reactive”, para 4). 
ASTP should make more efforts to monitor trends, its market and problems “to bring ideas or services to a customer or client before they request them” (Milano, 2000, para 4). 
This involves taking polls from the target group to be able to check on their needs and demands and whether ASTP fulfils them (The CTDP Management, “proactive vs reactive management”, para 7).

This also contributes to a better implementation of the bottom-up aspect of the communication strategy. The bottom-up aspect of the communication strategy is well chosen, but ASTP could execute it better by listening more to its target group. ASTP should not only keep but also increase the openness and its personal tone of voice in their messages. From the questionnaire, we can see that the target group appreciates this. 
3.2.1 Means of communication
Another aspect of the new communication strategy is the means of communication. The interviews with two out of the three employees revealed that electronic and thus written means of communication are thought to be the best and only way to reach the target group. This fact coincides with the fact that most people of the target group seek contact with ASTP by way of electronic means. The target group exists of people who do not have much time when they are at work and sending an e-mail is less-time consuming and therefore used very often. Another advantage of using electronic means is that ASTP directs its e-mails at the exact person whom ASTP wishes to reach. There are no intermediaries involved, which might interrupt the message. Therefore, ASTP should continue to keep working with this means.
3.2.2 Customer value and satisfaction
Another aspect, which is currently missing but which ASTP should use in their new communication strategy, is the linkage of customer value to customer satisfaction (Woodruff & Gardial, 1996, p. 84-102). There is a difference between the two. “Customer value describes the nature of the relationship between user and product, while customer satisfaction is a representation of the customer’s reaction to the value received from a particular product offering” (Woodruff & Gardial, 1996, p. 86). When an organization knows what their customers value/need, they can focus their products, services and activities around this, which will lead to customer satisfaction and more frequent use of the products, services and activities. This goes together with delivering, improving and adding services of high and consistent quality, which is important to keep the target group satisfied (Kok, 1997, 15).
In order to know more about what satisfies their customers, an organization needs to know what their customers value. To get information from its customers about customer value, an organization can pose questions to people from their target group not only by means of a survey, but also by means of interpreting complaints, which the organization has received, or analyzing sales calls, which the employees have placed with the target group. Getting this information can be difficult, because customers define value by a dynamic set of answers, but it is necessary. If an organization fails to ask its customers the right questions it will be very difficult to define customer value. Another problem, which might occur, is that an organization fails to use the customer information effectively (Woodruff & Gardial, 1996, p. 52). It is therefore important for an organization to ask the questions in such a way that they can measure the answers easily even though there are many different answers possible. It is also important that the information retrieved from the customer can actually be of use to the organization. Therefore, an important part besides asking the right questions is analyzing the responses in an orderly fashion, which means that the organization should put all the information from the different sources together in one overview (Woodruff & Gardial, 1996, p. 53). 
When an organization can define what their customers value, they can measure customer satisfaction for their products, services and activities. An organization should measure customer satisfaction frequently, because this will help an organization to understand and attain their customers much better because satisfaction changes over a longer period.   
When measuring customer satisfaction, it is very important to take a good look at the standards of comparison, because it can be very difficult to define these standards, which the customers use to define satisfaction. An organization has to decide on which standards they believe its customers decide their satisfaction. This partly has to do with the fact that customers do not only measure satisfaction by means of perception but also by emotion. Organizations can hold customer satisfaction surveys by phone, face-to-face or via e-mail. 
3.2.3 Summary
ASTP should try to link customer value with customer satisfaction, because then they will be able to draw conclusions from the results concerning the customer friendliness of their products, services and activities, which will lead to a better understanding and anticipation of the needs of their customers. This coincides with the pro-active approach of anticipating on the demands of the customer.

3.3 The communication tools
When defining how to get a message to a target group, one usually makes use of many different communication instruments. This creates the communication mix (Vos, Otte & Linders, 2003, p. 83). For ASTP to send out the message to the target group, they should improve its communication tools and acquire some new ones. 
To help redefine the communication tools for ASTP, I looked at the results from the Heidelberg evaluation. On the evaluation form, I posed the following question: how did you find out about this conference? The respondents gave following answers:

	 
	Total
	Percentage

	Conference brochure
	26
	29,55%

	Website of ASTP
	19
	21,59%

	Colleagues
	32
	36,36%

	Other, namely:
	11
	12,50%

	                       INWENT(:  1
	
	 

	                       e-mail:        3
	
	 

	                       Newsletter: 7
	
	 

	 
	 
	 

	 Total
	88
	 100%


This table indicates that out of the different communication tools, which ASTP uses, members use the website of ASTP fewest and most people were informed by a colleague/word of mouth.

3.3.1 The website
The main communication tool, which ASTP uses, is the website. Most information and forms, such as the membership application form, the conference registration form, are there. The target group of ASTP has made complaints on the accessibility and the contents of the website. The website should become more accessible, more interesting and should have more substance for the members. It should not only contain the information that ASTP wants to communicate, but it should contain what the members would like to see on the website. ASTP could acquire this information by means of a questionnaire. When ASTP knows what the members expect, non-members of the target group might also make more use of it, since they both have the same interests. 
After a thorough research, ASTP should hire a professional website builder to improve the website if they do not have a person with skills the build this new website within the office.  
Contributions, which ASTP should make to the website to help reach the communication objectives, are testimonials from members and opportunities to give feedback.

To make the members of ASTP aware of the attributed value of going to an event, ASTP should document testimonials from people who have visited ASTP events. This also could encourage members to be more involved with ASTP. They should publish the testimonials from the events on the website. This way they will be accessible for all the members to read and it provides the website with an interactive item.

For the members to become more involved with ASTP, they should create an opportunity for people to give feedback or to give input to the association. Members should be able to interact more with ASTP by means of providing ASTP with their ideas on the services. From the evaluation of the events, one can see that the target group of ASTP provides them with feedback and ideas on things, which ASTP should change. This should help ASTP to improve the services of the association. To create an opportunity for members to give feedback or input, ASTP should hold more surveys or should provide response forms on the website. This way ASTP can get members more involved with the association and can continue to improve it.

3.3.2 Improved tools
A tool which ASTP has used before, but which they should optimize to use it successfully, is direct mailing. They can do this by means of updating the e-mail addresses regularly. When e-mails are returned to them, the e-mail addresses should immediately looked up and corrected.  On top of, this ASTP should pay attention to an attractive layout of the e-mails and they should include interesting and relevant information for their contacts. 
Another communication tool, which ASTP should use, is the tool of press releases. Currently, ASTP is only using this tool when they announce their events. ASTP should also use this tool to promote their services. It involves creating a short message with some general information about the events or services and sending this to a company that will send it out on paper or electronically together with messages from other organizations. 

3.3.3 New tools
A new communication tool, which ASTP should use, is advertising. There are magazines such as The Economist and The Science Guide, which the target group of ASTP reads, because they are specially made for academics and the subject is science and technology (the target group of ASTP). When advertising in these, ASTP can get itself more known.
Another new tool, with a different nature, which ASTP should use, is oral communication. ASTP has a stand at IPTEC and here they promote themselves and they should try to arrange a place for a stand at other events besides IPTEC.

For ASTP it is very important to engage them with Public Relations (PR). PR means to actively and strategically manage internal and external communication with the aim of creating and keeping a positive image on behalf of all the parties involved with the organization (“Public Relations“, (n.d.) “Public relations”, para. 1). This strategic managing of communication will make an organization work more effectively (Grunig, 2001, “The value of Public Relations” section, para. 1). What does it mean for an organization to be effective? According to Grunig (2001, para. 3), an organization is effective when it has met its organizational goals. 
Organizations, he continues, exist in environments, which consist of many different groups. The different groups on which the organization has an effect are the stakeholders. These stakeholders are internal as well as external to the company. Each stakeholder has a different interest in the organization and they would all like the organization to pursue these apart from their own organizational goals. They will try to influence the organizations to do so. 
To help organizations to set and reach goals, which are in their own interest as well as of that of their stakeholders, public relations’ strategies should be adopted. PR helps to establish a relation between the organization and its public (Grunig, para. 5). A part of engaging in PR means to scan the environment. Here, the organization defines who their stakeholders are and what their interests are. 
Another aspect is issue management. “An issue is a trend or condition, either internal or external, which will, if continued, significantly affect a company’s operations over a period of time. “Issues often are controversial subjects” (Herlé & Rustema, 2004, p. 108). Issues management can be defined as: The investigation of the social environment with the objective of signalling developments in that environment” (Herlé & Rustema, 2004, p. 109). An issue may pose a threat to an organization and may damage its reputation among its stakeholders and its public. 
It is therefore important for an organization to be able to deal with an issue or crisis effectively. According to Herlé & Rustema (2004, pp. 109-110) issue management involves the following:
1. Issues identification: Organizations should be aware of what might possibly threat them. They should monitor trends and analyze their environment.
2. Issue analysis: Organizations should define every issue that could possibly threat the organization. What could the worst impact of this threat be to the organization? 

3. Issue strategy determination: Organizations should list the defined threats and issues and the organization should create its official point of view on all of them.

4. Issue action programme: The organization should define a communication programme for when the issue should occur. An organization should do this in advance to guarantee a quick response when necessary.

To minimize the damage to the organization early action is necessary in a crisis for the organization. This is known as crisis communication. Crisis communication has three important features (Herlé & Rustema, 2004, p. 111):

1. Decisions have to be taken immediately

2. A wrong decision could have a big impact on the image of an organization

3. Lack of communication has a negative effect on the image of an organization

3.3.4 Summary
For ASTP it is important to maintain a good relationship with all parties involved (the stakeholders) with ASTP to prevent damage to the image. ASTP can do this by effectively managing internal- and external communication. To arrange for effective communication with the employees, members, non-members, sponsors and the board, ASTP should suffice in the following (Besamusca-Janssen, 1997, p. 72):
· At the association, all the employees and the board should have the same objectives

· ASTP should make sure that it knows which identity/image it wishes to portray and that this is communicated 

· ASTP should compare the image they think they portray with the way various groups of the public see them

· Make sure the internal communication is clear so that everybody emits the same message

ASTP needs to maintain a good relationship with its stakeholders, because they are important when building a certain image. That is why they should take on public relations. ASTP can do this by informing the stakeholders by means of advertising. The tool most commonly used for this is the website (“Public Relations”, (n.d.) “Public relations”, para. 2). When ASTP manages PR well, the image of the company is less likely to be damaged. Nevertheless, ASTP should have a plan for when issues management is necessary, because if an issue does come up, which might affect ASTP operations it, ASTP needs to deal with appropriately to prevent damage to their image. 
4. Conclusion and recommendations
Research has shown that it is necessary for ASTP to adopt new communication objectives. 

By means of these objectives is defined what ASTP wants to achieve on behalf of the target group. How ASTP will achieve these objectives is described in the new communication strategy. 
The communication tools are an important aspect of this strategy. Research has shown that the target group and the employees of ASTP both experience problems with the main communication tool, the website. Another important tool, which ASTP use frequently, is that of direct mailing. However, like with the website, ASTP has to improve the use of this tool. Both tools are, according to the employees of ASTP, the best way to reach their target group. They are less time consuming tools than non-electronic means and make it possible to reach the target group directly. ASTP needs to give priority to the improvement of these tools. When the website is improved, ASTP should promote this in their newsletter. A next step would be to improve the tool of direct mailing by correcting the e-mail addresses: currently they are not corrected and a considerable part of the target group is not being reached.  
In comparison with other membership organizations such as ICLN and Technopolicy Network, we can conclude that, concerning the communication strategy and communication tools, ASTP does not operate very differently. However, by changing its communication strategy, ASTP can find new ways to distinguish itself from other organizations. 
There currently is a gap between the goals and the actual effect of the communication strategy. The goals of the communications strategy of ASTP are set out to increase the number of members of ASTP as well as to increase the number of members to attend the events. The current effect is that once people have become a member, they are very inactive and hardly involved with the association. They do not make use of the products, services and activities ASTP offers. Considering these facts, a new communication strategy was designed. With this new strategy ASTP will be able to answer to the needs of their target group.

To reduce the number of members that end their membership each year (by means of the new communication strategy), ASTP should focus more on linking customer value to customer satisfaction. ASTP should offer their members something that satisfies their needs and they should focus on delivering, improving and adding services of a high and consistent quality. Research shows that the current reactive approach of ASTP results in a considerable number of unsatisfied members. ASTP reacts when problems occur instead of anticipating on possible problems and then preventing them. 
This reactive approach harms the image of the organization. ASTP should start to use a proactive approach, which would prevent many problems before they occur, because ASTP can anticipate on them. 
Based on the findings of the research, I advice ASTP to develop the communication strategy. Table 1.1 gives provides a number of changes, which ASTP should implement.
Table 1.1
According to MSp Associaties (2003, p. 20): “You can have money, an idea or products and services but without customers you can not run a business”. For ASTP its members are very important. Since an average of 50% of the new members quit per year, it is important for ASTP to discover what attracts their members. In addition, it is important for ASTP to make the necessary changes in the current communication strategy with the goal of attracting people to become a member of ASTP and attracting people to come to the ASTP events. They need to make these changes in the communication plan to reduce the amount of members that end their membership each year
For the new communication strategy of ASTP, they should execute the bottom-up strategy more effectively. ASTP should not base all its ideas on the board members (being part of the target group) alone. They should address a more representative part of the target group, by means of asking for feedback and input. ASTP can do this by placing a forum on the website where anybody can leave a message. Furthermore, ASTP should change the reactive policy into a pro-active one. In doing this, ASTP will anticipate to the demands of their target group instead of responding when problems already occurred.   

The communication tools

If ASTP wants to communicate different things to their members, they need to adapt the website. In view of the fact that this is the main communication tool of ASTP, but currently not used very often and complaint about by the target group, they should make changes to it. ASTP should hire somebody to make an attractive website. It is up to ASTP to make sure they update it regularly. 
Concerning the website, it should not only be a matter of what ASTP wants to communicate but a matter of what the members want to know (Thys, 2000, p. 52). ASTP should hold a survey to discover exactly what the members would like to see on the website. Conducting a survey will help with reaching the communication objective of encouraging input from the members. ASTP should promote the website in the newsletter or in e-mails mentioning the new items on the website when it is changed. 
An improved website will contribute to reaching the communication objective of positioning the company with unique services and aspects among the target group.  

Another communication tool of ASTP, which needs improvement, is the tool of direct mailing. 

ASTP has to make sure the e-mail addresses are correct. They should change the e-mail addresses in their databases when e-mails are returned to them with an error message. ASTP should look up the correct (work related) e-mail addresses and changed in the database immediately. One can find most e-mail addresses on the website of the company at which the person in question works. Another method is to call the company and ask for the correct e-mail address. ASTP should especially focus on correcting the e-mail addresses of the members and the event delegates when it turns out they are not correct.  ASTP frequently contacts these people, because ASTP sends them information regularly. 

The services
From the questionnaire, one can identify that ASTP needs to adjust the services they provides now. The membership directory, which ASTP now publishes in paper form, should also be available on restricted membership area of the website. This will also force members to visit the website (restricted membership area). ASTP should give options as to whether they are searching for a person by means of first name, last name, country or organization. The members will be able to find people more easily when it has a digital form, because if they only have one detail of information (like a company) they just look that person up by means of entering the name of the company. Currently, one can only find a person by country or last name. As for the newsletter, the members have requested to make it more frequent and they would like it to contain more information on technology transfer and information on the members of ASTP. 

Another service, which ASTP provides, is the e-mail discussion group. Many members were not even aware of the existence of this service. It is a bit inconvenient that the members cannot join unless ASTP actually invites them. This is however exactly the point where ASTP can tackle the problem. They should make a list of all the members already listed on the discussion group and send out invitations to all the members who are not yet included. Then, it should become a standard procedure that every new member, together with a confirmation letter and an invoice ASTP should send an invitation along for the discussion group. This will help to reach the communication objective of increasing awareness of all the services. 
From the questionnaire, it also became clear that members are interested in other services than the ones ASTP has on offer now. Of the services, which the members are interested in, are job exchange between technology transfer officers, matchmaking events and a news service were required for most. ASTP requested that I should add these options to the questionnaire. Now that they know the members are interested in these, they should put them on offer.   
The events
As for ASTP its main activity, the events, the Annual Conference and the fall seminar should be more different from one another. The programme and the idea behind both conferences is the same. The only difference between the two is the subject. At the Annual Conference there are several different subjects discussed in the area of “Best Practices in Transfer of Science and Technology“ and at the fall seminar just one, more specified, subject is discussed like “industry meets academia”.  It turns out that most people visit the Annual Conference and not the Fall Seminar. The general manager of ASTP believes this happens because the target group sees both conferences as being the same. ASTP should give the both of them different attributes which gives them their own character and which might result in more interest in the fall seminar among the members. When it has new aspects, the target group will know that it is a new event with new opportunities to learn about technology transfer and to meet other technology transfer professionals. 
In doing this, ASTP will be able to attract more members to the fall seminar which is one of the communication objectives. 

In addition, more interactive items should be on offer at the events to provide delegates with more and better opportunities for networking. This idea presented itself after ASTP had received several complaints from the delegates from the Heidelberg conference that there had not been enough opportunities to network. The participants of the Heidelberg conference gave the conference dinner as an example. Since everybody sat with the same people for the entire evening, networking possibilities were limited. ASTP should consider how they could provide in this need to network by means of interactive items.  
The past ASTP events have been very successful.  They should post the results of the attendance of each one of these events together with comments from the people who went to the event on the website. This will increase awareness of the attributed value of going to an ASTP event among the target group (communication objective) and might attract more people to come to the events. Besides this, ASTP should have a written plan, which contains all the basics for organizing an event. This way ASTP will not make the same mistake twice when organizing event after event.
Members’ focussed
According to Besamusca-Janssen (1997, p. 21), “a customer oriented organization is an organization which commits to the deals they make with their customers”. It is very important for a members’ focussed organization to centre policies on the target group. From the interviews, we can conclude that ASTP is a members’ focussed association. To stay like this, ASTP needs to keep in contact with their members to discuss their needs and questions. Since 100 people responded to the questionnaire with many tips and ideas, it is clear that they have something to say, but only do so when asked for. 
To reach the communication objective of encouraging input from the members and the objective of ensuring more involvement and interaction with the members, ASTP has to provide opportunities for their members to give input and or feedback occasionally. It should not be limited to giving out response forms at the events. ASTP should post response forms on the website. Then members can respond with their ideas at any given time. This, however, does not provoke the members to give input. ASTP should hold an annual questionnaire to acquire input and feedback from the members. In this case, it is easier for the members to give feedback and input. 
As to the question whether ASTP should terminate the membership of the members who do not pay for the membership fee, ASTP should apply a better strategy since it costs ASTP money. Perhaps ASTP could communicate the policy, of ending one’s membership in December preceding the year in which they want to stop, by mentioning it explicitly on the membership application form. Once the members have signed that, they agree with the policy, they will still have to pay the membership fee of the year in which they quit if they do not mention it in December. Furthermore, it would be interesting to see why exactly the members, which did not give any reason for their departure, ended their membership. Over 30% of the members who end their membership do not give any reason for this. Perhaps ASTP can discover more factors to which they can respond. Therefore, ASTP should explicitly ask the members who end their membership why they do so. 
5. The script
In the script ASTP can find what needs to be done, by who and when (Waardenburg, 1999, p. 75). This script will serve as a means of support for ASTP to make changes where they consider them necessary. 
	Activity:
	Notes:
	Time schedule:

	Adjust the website
	The date differs depending on whether a survey among the members will be held to define the needs for the website

	Should be finished at the time of the Fall seminar in October 2007 or before the courses in January 2008.

	Adjust the incorrect e-mail addresses in the contacts database
	When using direct mail as a tool of publicity for the fall seminar, the incorrect e-mail addresses should be corrected immediately.
	September 2007 when promoting the Fall seminar

	Electronic version membership directory
	On the new website at the restricted membership area this option should be made available
	Ready in December 2007

	Expanded newsletter or news service
	Define at what times it will provided and include information on TT, members,  new items website and new services
	August 2007, item for board meeting in July

	E-mail discussion group
	Check which members are already included in the group and invite new members
	Ready in September 2007

	Look into possibility other services
	Check the outcomes of the survey and see which services can be provided
	Ready in July 2008

	Look into the composition of the events
	Look for possibility to make the Annual Conference and  Fall seminar into 2 events with its own characteristics

	Ready in June 2008, when start working on the next Fall seminar

	Think of publicity for other events
	Create a plan as to when each different item of publicity should be sent out.
	Start in August 2007 and try to use it for the Fall seminar

	Create response forms
	Place response forms with open questions on the websites for members to leave their ideas here
	Ready in December 2007

	Think of policy for defaulters
	Make sure it is clear for the members when they should end their membership if they want to and what the consequences are of not doing that
	Ready in November 2007

	Define Corporate identity and communicate this
	Check whether current CI is what ASTP wants it to be and whether this is correctly communicated to the target group
	Ready in April 2008

	Define Corporate image and check whether perceived as such
	Check whether current CI is what ASTP wants it to be and whether it Is perceived as such by the target group
	Ready in April 2008

	Discuss internal situation
	Check with the employees if mission and vision of ASTP are clear and strived for
	August 2007

	Get testimonials from event delegates
	Give delegates of the conference an opportunity to reflect on the events
	October 2007, after the Fall seminar
February 2007, after the courses

June 2008, after the Annual Conference

	Get ideas from members through survey
	See whether ASTP wants to hold annual or twice a year survey to get feedback and input from members
	August 2007, item for board meeting in July


6. The evaluation
ASTP should be able to check the outcomes of the new communication plan to see whether it was a success. The evaluation (Vos, Otte & Linders, 2003, pp 95-97) should not only take place at the end of all the communication but also during the process. 
ASTP should perform an effect evaluation. The effect evaluation measure whether the target group appreciates the activities. It also indicates the effect of the different activities. The goal of the evaluation is to see whether there is a difference in the situation after ASTP implements the changes, compared to the situation before. This evaluation could take place at several moments in the total process of implementing the communication plan. ASTP could best evaluate at the following moments:
· After having installed a new website, a survey could be held to define whether it is appropriate for the needs of the members
· When ASTP makes more publicity for the events, they should keep records of how many members attend the events. This way ASTP can see over a period whether more members visit the events other than the Annual conference. 
· After having installed a news service or having renewed aspects of the newsletter ASTP should hold a survey among the members to check whether it is of members’ interest. They should do this after sending out several editions, not immediately after the first one. 

· When ASTP invites members to join the e-mail discussion group, ASTP should keep track of how many people accept the invitation to join the group. Furthermore, ASTP could keep track of whether the e-mail discussion group is used by checking whether new messages have been posted and if they have had any responses. 
Another type of evaluation is a process evaluation. Here, one reflects upon employees, outcomes of individual actions with the target groups concerned. One also reflects whether collaboration and project progress were successful. ASTP could best evaluate at the following moments:
· When the internal situation of ASTP is discussed with the employees, ASTP could check after a month how many of the new ideas were implemented and whether they indicate that everybody has the same attitudes towards the members of the association. 
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( ASTP sends out brochures to other companies for them to spread the word on the upcoming conferences. INWENT (Capacity Building International) is a German company.






