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Background

2005 marks the third year of the trade association’s formalized business development program.  In our first year we concentrated primarily on examining potential long term changes in the market and developing a framework for how NEKIA could help members respond. Last year, we initiated and tested a series of projects focusing on new market opportunities, capacity building, and new policy efforts through legislation. This year we plan to take the next logical developmental step by establishing a more formal structure within the trade association, creating a stronger conceptual base for future policy initiatives, and examining a wider range of high priority and high interest topics.  

In terms of business development, this will be a very important year for individual members and for the trade association as a whole. A new round of grant and contract competitions will intensify the competitive dynamics within the industry.  The k-12 market will continue to be significantly re-shaped by federal policy and new budgetary realities at the state and local levels. NEKIA members will thus continue to encounter challenges to their core businesses and face the on-going need to expand and diversify revenue sources.

Recognizing that each member organization has its own capacity for business development, we at NEKIA can best provide support in this environment in  supplemental ways.  As you will see from the plan outlined below, our business development program in 2005 aims to take advantage of our core capacities while addressing the high need competitive interests of most all of our members.    
Goal and Objectives for 2005

The third goal of the 2005 NEKIA Work Plan approved by the Board in November focused on our business development effort. We have used the goal and its objectives to frame our business development program for 2005.  
Business Development:  Enhance the capacity of NEKIA members to expand and diversify opportunities in education-related markets. 
· Knowledge Utilization Policy --- Use federal legislation to enhance market conditions favorable to NEKIA members’ interests.
· Niche markets — Help members penetrate and/or expand share in key markets. 

· Structure --- Establish a new group and provide members with strategic intelligence and relationship building opportunities in high potential market niches 

2005 Activities

1. Business Development Group---Establish and convene Business Development Group involving at least one designated person from each member organization. Similar to the Policy Action Group, this new group will be able to participate in the activities listed below. Note to Board members: If you have not already done so on your 2005 Profile, please send the name and contact information for your designee(s).
2. Ad Hoc Advisory Groups --- Establish small ad hoc advisory groups composed of Board members and/or staff for specialized tasks such as institute planning, market analysis, policy development. We will form these groups as the need arises during the course of the year. Members may include Board members, Business Development Group members, and other staff from member organizations as appropriate. The advisory groups will report to the Executive Committee via the NEKIA staff. 
3. Monthly conference calls --- Conduct monthly business development conference calls for the Business Development Group involving guests on selected topics, presentations by agency officials and/or business development experts. The monthly conference calls are already scheduled into the 2005 NEKIA Calendar with the first call scheduled 4:00-5:00 pm Easternn, Monday January 24. Each call will have a set agenda featuring one of the topics (see #8) as well as some information sharing. We will experiment with new teleconferencing technologies to enhance the interactive qualities of the call.    
4. Annual Institute --- Hold a two-day Business Development Institute with an agenda similar to this year's retreat. The annual institute (note the change in name from “retreat”) is scheduled for mid-November in Washington DC. Topics to be covered will be selected from among the list in #8. We will form an ad hoc advisory group to help the NEKIA staff plan the institute agenda. We will use the feedback from the 2004 retreat to adjust the format.  

5. Weekly Newsletter --- Provide a weekly newsletter on business development by Dean Millot. Through a special arrangement with Dean Millot up to 100 designated staff from NEKIA member organizations will receive the weekly email newsletter through 2005. We will assess the value of the newsletter periodically during the course of the year and explore ways to help shape its editorial direction.     
6. Investor/For-Profit Collaborations--- Participate in for profit investor forums and industry conferences. The NEKIA staff and some Board members will continue to take part in the Eduventure activities and assess future collaborative opportunities for members.  
7. Web Page Development --- Set up a Business Development web page on the NEKIA web site for sharing and archiving information. In the “members only” section of our web site we have created  page for sharing and archiving information  throughout the year. 
8. Topics --- High interest/high priority content areas to address in monthly conference calls and/or institute. Based upon member feedback from last year’s  retreat and capacity. We propose to cover some of the following topics through either the conference calls or the retreats or the newsletters.
Niche Markets

· More explorations--- NIH, NASA, Labor, NSF, Philanthropies

· New efforts: Homeland Security, Defense, Commerce, Justice. EPA

Business process

· Core business---For profit conversions, entrepreneurship in non-profit settings, mission-driven and market-driven strategic development, scenario planning.
· Fee for service packaging --- Models covering  indirect costs, balancing a portfolio, minimizing transaction costs, branding, and pricing

· Product/service development --- Aligning research and product/service development efforts, funding product development.
· Management and infrastructure --- structural models for integrating business development in organizations, staff development, proposal writing, incentives for entrepreneurship,  portfolio development, contracting processes (MATO), market analysis and research, risk management.
9. Knowledge Utilization Legislation --- Re-introduce the Knowledge Utilization Act at an appropriate time. During the 109th Congress, we aim  to introduce another piece of legislation focusing on knowledge utilization. The precise timing of this effort will be determine by interest and ideas generated through our Knowledge Utilization Initiative, bi-partisan, bi-cameral political support and interest, and interest in the field. This effort will go beyond the “message bill” strategy of last year and require serious and significant political effort aimed at passage.    

Pipeline Activities
During the course of the year, we will want to consider a number of important ideas and acitivities for which we do not currently have a clear plan. we will likely form advisory groups for some or all of the following:  

· Market Research  --- Explore feasibility of contracting with a market research firm and conducting an annual marketing analysis for members

· Accreditation and Licensing --- Explore again the feasibility of developing a licensing and/or accreditation service

· Knowledge Utilization Initiative --- Examine ways for using our Knowledge Utilization Initiative to enhance the market environment for members’ services and products.
· NEKIA Synergy and Collaborative Opportunites --- Use the capacity survey to more explicity examine how NEKIA can help interested members more readily collaborate and how NEKIA as an organization can increase the visibility and the collective value of its members  
Reference Materials
Ideas & feedback from November, 2004 Retreat

Feedback about the presentations

The written feedback from the 2004 Business Development Retreat was very positive regarding the style and content of all of the presentations with the exception of one.  Even the poorly rated presentation was deemed valuable by some participants in terms of the points of access that he provided. It is clear to me that the presenters who provide the greatest value are those that offer candid and correct insights and intelligence about the politics, people, functioning and priorities of their institutions that cannot otherwise be found on the web or in publications.  For the future we should also place a high value on presenters who could potentially serve as access points to the institutions and who may be willing to establish longer term relationships with our members.    

Suggested Topics for future NEKIA Business Development activities (excerpts from email evaluation)
· Ways for nonprofits to fund product development work. 

· How to rethink our normal course of business (e.g., on-site professional development as the only way to do business) effectively. 

· How NEKIA as an organization can increase the visibility of the value of its members at the DOEd, DOL, DOC. Knowledge is key!  Let’s talk about it and use it move other department’s agendas.
· Provide an annual overview of the market projections: e.g. a state of the knowledge industry address by someone who has knowledge of what we do and knows the financial trends of the industry. (This may involve an external researcher working with 2-3 NEKIA members to present a paper to the group.) An economic review and forecast would be extremely valuable 

· Advantages/disadvantages of for profit versus nonprofit status

· Achieve a shared language (if not complete agreement) on what knowledge utilization is and how it works in education is important… I wonder whether we -- NEKIA members -- will be getting deep enough into the discussion to come together around a shared world view on it.  Good talking points are one thing, but a good coherent framework that holds together in our work is another.

· Develop  ‘flow-charts’ for knowledge transfer in education

· More focus on federal support of Knowledge utilization.

· It would be helpful to also have a seminar or discussion on pricing and packaging of services woven into one of the above, since this is an issue we all seem to struggle with in one way or another.  

· Marc Tucker and other case studies re conversion from non-profit to profit

· Developing business at the state level.  Why:  Because so many funding decisions are made at this level.

· Partnering with other types of organizations, such as those that focus on strategic planning, financial planning, systems development, etc.  (Examples:  Deloitte Touche, McKinsey & Co., Boston Consulting Group).  Why:  Increasingly they are getting the big school district contracts, but they need content expertise.

· Developing diverse teams and alliances.  Would be interesting to have the participation of representatives from groups such as National Council of La Raza, National Urban League, and Black Alliance for Educational Options, American Indian Graduate Center Scholars, etc.  Why: So many of the projects that we manage involve work in diverse communities; would be good to hear perspectives from these communities about needs/concerns. 

· Marketing--- Getting Work from States;  Building Coalitions among NEKIA Organizations Format was good; like the smaller group format; it allows participants to get to  know folks from other organizations, learn from them, and think of ways to collaborate.

· Identify and share models for the "retail" or fee-for-service end of the business -- a model that covers indirect costs, balances a portfolio, and minimizes transaction costs. Perhaps we could have some case studies of things that worked and those that didn't from members.

· Interested in how NEKIA organizations work with Congress (advocacy/education vs. lobbying)

· Additional data on marketing and strategic decision making regarding overall market analyses.

· What about using the marketing firm in Massachusetts that Dean mentioned as a resource for members during one of the Institutes? 
· How can we align research and product/service development efforts (and fund them), so that we can try to approach new requirements for scientifically based research rather than grumble about how we can't do that or shouldn't have to do that. 

· Other federal agencies with key folks like Bruce --obviously the person is the key (rather than the agency)--someone who is looking for new contractors, fresh faces, etc.; 2) more thinking from philanthropies that focus on ED

· Topics like: institutional infrastructure necessary to support business development activities; understanding the multiple award task order (MATO) mechanism

· You might feature one or two people who run very entrepreneurial non-for-profits speak, or someone who has transformed one into a for-profit.

· I am particularly interested in the challenges of developing coherent business portfolios rather than chasing projects for their funding. This should be the essence of mission-driven work, yet it doesn't seem common.  It is much more a for-profit, market-driven approach.

· Data collection and analyses around strategic position and risk assessment

Suggested Activities for the next retreat or conference calls 

· Collaboration --- a semi-structured opportunity based on the capacity study for agency reps to gather on various topics of business interest to explore possible ways of collaboration.  E.g., virtually none of the older NEKIA members know about the capacity of new members and it would have been valuable to have had a 10-minute overview from new members so that those interested might later pursue collaborative possibilities.

· During the retreat/institute provide more balance between presentations and small group discussions among members.

· Create opportunities for sharing among members about how best to handle current challenges, such as changing federal landscape, balancing marketing and traditional grants/contract orientation, increased competition from the private sector, etc.        
· Member panels on various aspects of business development (e.g., partnering strategies)

· Create more networking opportunities that is not too structured. 

· Create small group processing/discussion time built in after stimulating speakers--loosely structured but an opportunity to discuss with colleagues the application of information 

· Conduct a more general retreat that touches other aspects of members’ work. 

· Use a  problems-based approach to a critical issue or concern that we could work through together.

· I think a Business Development Institute separate from the annual meeting (which ought to have its own agenda similar in scope but broader in content) is a good idea, perhaps mid-year.  I would appreciate more opportunities for face to face interactions with other member staff who are specifically responsible for development issues (like the communicator specialty group) so that I knew folks well enough to make casual, individual email or phone contact

· Also, would be helpful for NEKIA to add to website a list of relevant conferences (with dates and locations) for upcoming year – CCSSO, CGCS, AERA, AASA, etc.

· How can we explore working TOGETHER to maximize impact of resource development pursuits?  Arrogantly enough, I continue to think that combo RD&D/media applications will be highly attractive to prospective fenders

· Sharing of best practices (e.g. how does your organization write proposals? How do you train people in business development? How do you reward your entrepreneurs in a company?)

Ideas from November, 2003 Retreat

· Professional development--- Develop and conduct sessions with members’ staffs (in person or via conference calls) on business plans, entrepreneurship, social marketing, etc

· Forums and Meetings---Convene addition meetings and forums for members similar to the retreat with consultants, representatives of various agencies, successful business development people 

· Communications---Develop a communications plan around the business development initiative  (e.g. capability statements, elevator speech)

· Membership Capacities and Functions --- Develop a membership-wide capabilities and functions statement 

· Intelligence and Research---Collect and provide more research and intelligence on NASA, ETA, other options on in the international arena

· Planning---Develop a business plan for the whole Initiative

· Criteria---Further develop the four criteria that NEKIA could use for assessing project and business opportunities

· Brokering---Plan and host meetings with additional officials at NASA, and use members’ contacts in other agencies (Labor, Homeland Security, NSF, NIH, Commerce) to begin to plan and host additional meetings.  

· Collaborative Activity --- Define and explore specific opportunities in the international arena in which some or all NEKIA members could collaborate as a group.

· Potential NEKIA roles--- Refine NEKIA’s role which may include the following:  

· Broker (Open doors for members and then step out of the way for members to pursue opportunities individually or collectively); 

· Collaboration facilitator (Bring members together and help develop a partnership for a grant/opportunity); 

· Business manager (e.g. NEKIA International. Set up a business enterprise within NEKIA structure, pursue revenue opportunities and run business with  for NEKIA).  

BOARD-APPROVED ACTIVITIES FOR 2004

Legislative/Message Campaign--- We should move forward as planned with the introduction of the NEKIA Bill (Knowledge Utilization in Education Act) in late winter and implement a yearlong communications and outreach strategy around this bill. The bill will help frame our positions on FY 2005 appropriations as well as our explorations in the international arena and with the other federal agencies. Our immediate next step is to recruit find the Congressional champions and sponsors.

NASA --- We should explore more opportunities in the Office of Education and meet with some of the key career program staff who can give us further insights into the funding prospects and longer-term aspirations. Jim would work with Tim on this.  Jim would provide this information to all members for individual or collective action. Those members wishing to put together a group plan would establish their own planning committee and move forward. In this case Jim would hand off the process once the group is formed. 

Depart of Labor --- Jim would make contact with the officials at ETA at the Department of Labor via David Powe and explore possible opportunities. Jim would provide intelligence to all members and, if desired, arrange briefing meetings (via conference call or in person) with key officials and participating members.   

International --- Members may now move forward with individual or group arrangements with Diane Willkens’ group. Jim would also survey the membership to determine whether we should solicit a proposal from Diane Willkens for contracting with a group of participating members for up to 18 months. The group would then review the proposal, consider whether to move forward with Diane or to pursue other opportunities. Participating members would split the fee for Diane among themselves.  Jim would hand off to the group once a proposal is received. Jim would also investigate other options in the international arena and present to the membership by the next Board meeting in March. 

Business Development Advisory Group --- We would establish a long-term advisory group composed of board members and some members’ staff. Members of last year’s task force would be encouraged to participate in this group.  The group would be  responsible for evaluating progress of each activity, developing additional options for the future for consideration by the Board and planning the annual Business Development Retreat in November. 

Business Development Retreat --- For the foreseeable future the annual retreat in November would focus on business development and include both business building concepts and specific market “niche” opportunities in other federal agencies, philanthropies, and investor sectors. We would bring in consultants, business development experts and government officials with expertise in specific market areas.  Similar to this year, the costs would be evenly divided among participating organizations.

Investors Forum --- We would send two NEKIA representatives to the invertors’ forum in late march in Florida to assess whether we should focus on this niche area later in the year. The Executive Committee selected Wes and Jim as the two representatives. Other members may be interested in attending as well. 

Virtual Professional Development --- Jim would work with Bernice and her staff in developing a full plan for the year.  They would survey the membership about needs and interests. Based upon the results they would organize and host two or three virtual (telephone) professional development programs for our members’ staffs focusing on basic business development activities (e.g. business plan development, market analysis, proposal development). The calls would involve guest presenters from within our membership including those from Plato or outside consultants. The costs would be divided evenly among participating organizations. Jim and Bernice would work with the Business Development Advisory Group in considering the development of an on line business development program.  

Capacities Survey --- With the help of a consultant Jim would develop and conduct a survey of the membership regarding functional components and skill/knowledge capacities. A database and composite presentation would be developed for promoting NEKIA and its members. NEKIA’s current communications strategy for the year would incorporate this composite picture into the basic NEKIA message. It should be noted  that the final product would be a composite presentation, and not used as a referral or marketing device for individual members.The costs would be absorbed by NEKIA’s current operating budget.   

Evaluation --- We would make the business development initiative a standard part of the quarterly Board meetings. We would review specific activities and assess progress against the four criteria (Return on investment for Members; Return on investment for NEKIA; Costs to members and NEKIA; Time to start up and implement). 

