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20/20 Initiatives 
Name of Initiative: Technology
Overview

· Key Personnel:


· Volunteers: Rick Benfield, Chair
· Staff: Bette Bussel, Rhonda Begley, Sue Haber, Tom Schenk, Susan E. Yoder
· Objective: To facilitate ACA’s organization-wide shift to a new association management system.
· Desired Outcomes (including return on investment [ROI] and specific benchmarks): 
· Conversion of data from old technology to new
· Implement new technology
· Train all users
· Develop systems for monitoring successful conversion
· Timeline(s) (including benchmark timelines): 
· Conversion rolling out July 2008 – April 2009
· Other Impacted Groups: 
· Name(s): All Section staff
· Communication Strategies: Ongoing email, phone calls, and written communications
· Avenues for Dialogue and Feedback: One-on-one and group settings
· Budget: 
· ACA National pays all upfront costs – approx. $600,000
· Sections and National share annual fees based on the number of users – approx. $83,000 annually
Current Status

· Date of Update: February 11, 2009
· Name of Individual Providing Update:  Peg Smith
· Action Steps:

· Action Steps in Process: See attached
· Action Steps in Future (Planned): See attached
· Narrative on Current Status (including comparison to  benchmarks and alternatives/modifications needed related to the result of the benchmark review): 
See attached
Other Documents/Key Materials (if there are other working documents related to this initiative, attach to this document):
· Technology Update – 2/11/2009
· Find A Camp Update – 2/11/2009
Update - Find a Camp

Memo:

To: 

Section Executives and Presidents



Find a Camp Committee



Tech Task Force 

From:

Peg Smith

Date:

2-10-09

c.c.

National Board of Directors and Staff

As many of you know, ACA initiated a project designed to develop the next generation of its web-based “Find a Camp” directory of camp programs.  We share a vision for this new Web 2.0 application to be a cutting edge search application that assists the public at large, fulfills ACA’s 501(c) 3 mission, and moves us closer to the 2020 Vision, and we are excited about all the possibilities it will bring to ACA and the camp community.

It is said that vision is the art of seeing things invisible.  I believe that is true, but the process of discovering the invisible can also result in mistakes along the way.

It was our hope that the “Find a Camp” project would be MUCH further along at this point in time.  It is not.  I am sharing the following information with you to provide a summary of key benchmarks, an assessment of mistakes made and lessons learned, and anticipated next steps.

Key Benchmarks:

· Exploratory discussions, early 2005 as a part of the Technology Task Force’s (TTF) work

· TTF determined it could not focus on this until the CRM project began the implementation phase

· Formal process initiated in January ‘08

· Mobilized “Find a Camp” committee 3/3/08 as a subset of the TTF

· Jason Silberman, Nat Saltonstall, Ron Hall, Lucy Norvell, Bette Bussel, Michele Branconier, Renee Flax, Paul Bidwell, Sue Haber, and Tom Schenk

· Released RFP July ’08 sent to 25+ vendors

· Received 6

· Reviewed RFP’s August ’08 and interviewed 4 vendors

· Secured vendor September ‘08

· Sought additional volunteer/consultant support from Jordan Coleman November ‘08

· Released vendor December ‘08

· Decision recommended by Sue Haber and Jordan Coleman with advice from Tom Schenk, Paul Bidwell, and Rick Benfield.

· Final Decision made by Peg Smith

· Legal separation finalized January ‘09

· Contacts with possible alternative vendors initiated January ‘09

· Drafting of a new RFP initiated in January ’09

Mistakes and Lessons Learned:

· The most significant mistake made was developing the RFP without the necessary technical expertise needed to articulate what we were asking for in terms of the appropriate details per features and benefits.

· Compromised vendor response

· Compromised selection process

Lesson Learned: “Find a Camp” is one system. The engineering and graphic design (artistry) must interface from the beginning of the project. That said the RFP must be developed with programming and graphic design (artistry) in mind with expectations of modern standards and compatibility. Vendor selection should be driven by that understanding and appropriately influence timelines and deadlines.

· Project Management was lacking resulting in poor communication, missed time lines, and failed integration of efforts.

· Created an atmosphere of distrust

· Created an atmosphere of frustration

Lesson Learned:  The initiative must have one Project Manager who understands, and has the capacity, to manage the relationships, coordinate tasks as well as demonstrate technical competence.

Next Steps:

· Provide communication to key leaders and volunteers on the status of this project

· Identify and assign a Project Manager and 2 to 3 key staff/volunteers to the FAC Planning Committee to manage the project, monitor time lines and key benchmarks, and ensure ongoing integration of efforts

· Find a Camp Committee will vet and influence the design of features and benefits ensuring compatibility with the end users

· If the Project Manager identified is not currently on the Tech Task Force, they will be asked to join that committee to insure communication and integration

· Meet with the Section Executives and Presidents at the National Conference to share the envisioned functionality of the “Find a Camp” site – the discovery process for new and seasoned camp parents.

· Review the development process – input and influence

· Review what needs to be completed – tasks and timelines

ACA is absolutely committed to the successful completion of this project.  This is a project that will add value to ACA, the camp community, and, more importantly, to our 2020 Vision.  We will not be discouraged or defeated by the mistakes but ever more diligent and vigilant, as we move forward.  It is said that failure is defeating ourselves with a focus on errors and blame.  Instead, we will be strengthened by what we have learned.  This is my commitment to you.
CRM Update February ‘09

Memo:

To:

Section Presidents and Executives

From: 

Peg Smith

Date:

February 10, 2009

Re:

CRM Update

c.c.

National Board of Directors/National Staff

Last month, I sent you an update on the status of the implementation of our new technology for association management - called “CRM”.  As I mentioned in the previous memo, this is not an update of a current association management system but the development and implementation of a completely new (first time ever) association-wide association management technology system; the complexity, scope and scale of which ACA has never experienced.  That said I feel compelled to give you another status report on our progress.  We continue to be committed to the successful implementation of the CRM system.  I hope this report is informative.

· Membership:  This module was launched in July ’08.  At the national office we are still dealing with a number of issues related to the processing of payments. For example, the “date renewed” field intermittently does not update when payment is processed.  And, we have also identified that when a member changes categories (such as from student to regular members), the CRM switches them to be listed as a ‘new’ member.  We have assigned these issues to a programmer for resolution.

· We are still using custom html forms instead of Web Portal for our online membership application and renewals. We are exploring the best way to implement the application process with minimal customizations.

· Reports – Section Executives have full access to all reports and can share with their volunteers at any time.  However, they have asked that we develop a process that automatically generates and emails reports to Membership Chairs and Treasurers on a regular basis – such as we already do with Standards Chairs.  We will be working with a number of Section Executives to help us identify the content needed for those reports.  Once determined we will program the reports and make them available through auto email, including the Presidents.

· New reports as well as Section Board label and Visitor labels have been added to the AMS Resources page at http://acacamps.org/volunteers/executives/AMS_Resources.php.

· Members Directory:  

· On December 12, we sent an e-mail asking Section Executives to complete a survey for your feedback about the concept of an online Member Directory.  After reviewing your comments, we have a working model in place, and are asking for feedback prior to going live. http://webportal.acacamps.org/custom/MembershipDirectoryDisclaimer.aspx.

· If you have additional feedback, please let us know as soon as possible.  We will roll this out to the membership in early March.  It is important that we give members the ability to “opt out” of the directory if they wish.  We will facilitate that process prior to going live.  All other members will be automatically included in the directory.

· Prospects:  At the national office we have updated the accounts snail mail for all 17,000 ACCOUNTS through a third-party vendor and are now doing the same with each CONTACT record.

· We are developing the instructions in order to inform sections about how to deactivate prospects that are no longer viable.  Deactivating simply puts the prospect into another file.  Actual deletion of records will be rare, and to assure that we do not lose a record that is viable for some other project, actual deletion of files will be completed at the national office (instructions for requesting deletion are already on the AMS Resources Web Page.)

· Products:  The back-end is set up.  We have been running internal tests that indicate success, and are in the process of developing the standard operating procedures. This allows us to sell individual products through the Web Portal.

· Events Calendar:  we will start linking to Web Portal’s Events Calendar in the next several weeks.  If you have Standards Courses, Standards Update Courses, or other events coming up, add the meeting to CRM and people will be able to start registering as soon as it goes live. (If a Section Executive has not yet had the “Simple Meetings” training, new offerings will begin in March.).  For a sample, visit:

· Event Calendar –  list view http://webportal.acacamps.org/Events/CalendarEventsListView.aspx
· Event Calendar –graphic view

http://webportal.acacamps.org/Events/CalendarEventsGraphicView.aspx

· Sections as separate companies with security:  completed

· Roster and Committees:  completed. There have been errors in this area as some records have not been updated.  Now that Sections have the responsibility and access to maintaining their own committees and rosters, it is important that they be kept up-to-date as a number of other processes rely on the correct information (such as email lists.).

· Seasonal Addresses:  completed and implemented – but is not used as much as anticipated.

· Subscriptions:  Primary use has been at the national office allowing us to test and clean it up.  This module is used for Camping Magazine and Campline paid subscriptions.  We continue to refine the process of sending renewals and renewal notices. This module will be available to interested Sections soon.

· Great Plains (accounting) This is used at the national level.   It is implemented and we are still learning the details of functionality and reporting.

· Advertising:  Still developing SOP’s at the national office.  Once completed, training will be available.

· Meetings/Exhibits/Speaker Facility – Group Registration
· This has been frustrating.  Although, ProTech visited NE and NY to assess and evaluate need, there has been a failure to appreciate and understand what we need.

· Tom and Susan will be working with several Section Executives during conference to reach a consensus about what the regional conferences need per group registration.

· Sue is reviewing our contract and discovery matrix per articulated needs.  Peg is meeting with the ACA attorney (before the conference) in order to assess our negotiation position.

· We are committed to getting this right.  It is our intent to resolve this issue.

· New Customer and triggered email:  Done.  When a new customer creates an account on the Web Portal, an email is sent with their ACA customer number and password.

· Standards Chairs:

· All Standards Chairs now have access to reports that are automatically emailed to them monthly. (While Section Executives have full access to everything at any time, it was requested that national develop a process that sent reports to the Standards Chairs automatically.)

· On-line area specifically for Standards chairs

· 2 automated reports a month

· Visitors

· Camps

· Leadership Directory:  Online, seems to be working well and integrated with CRM.   As mentioned above under Committees and Rosters, the Directory is only accurate if the Sections keep their information updated in the CRM.

· Statement of Compliance:   Online and is working well

· Fund Development:  The fund raising module is operational and used at the national office.  Training for this module is anticipated for March ’09, after training has occurred on Exact Target®.

· Training:   We are committed to training.  We have been providing group training based on experience and skill.  Training guides have been developed for each module.  These guides have been developed by Susan Yoder with the disparate technological competency of our staff in mind.  I encourage you to go to view these guides on ACA’s Resource Page on the Web.  We have also provided one on one training and will do so at the national conference, as well.  25 hours have been set aside for one on one training.  9 people have signed up to date.

· CRM Speed:  Many of us have noticed that the CRM is slow from time to time. Speed can be affected for those who on a cable system or using a phone connection.  However, so many of us have noticed delays that ProTech monitored our systems last week and will be making recommendations to us on how to make the CRM work faster.  In talking to other ProTech CRM customers, they have shared a similar issue.  A section recently did a review of delays experienced – in Five days they experienced a total of 12 minutes of delays. (3 minutes per day) What is interesting that in today’s world although when considered in context of time what may seem miniscule, we find we have little patience for the loss of even a minute. This is especially frustrating when on the phone with a customer.  In terms of our response to this issue, we have had to consider the scope and scale of competing CRM issues needing attention.  Nonetheless, we appreciate the frustration and are working with ProTech to resolve it.

· Miscellaneous

· Buyer’s Guide – ProTech will deliver soon

· Unified Login –  Working for acacamps.org

· Donate On-line –  Still using custom html form and  no work yet completed on the ability to donate using the Web Portal

· Exact Target – currently training section staff.  We have developed over 100 different marketing lists for the sections.  This is an auto process.  Our license with Exact Target restricts that we only send emails to customers with whom we have a relationship.  We are considering potential solutions. 

· Costs:  

· ACA national paid for all the upfront costs - $600K

· National and sections will share the annual costs.

·  In 2009, the Section share was 60% of the annual cost – totaling 47K 

· For 2010, the Tech Task Force has been asked to consider the formula for cost sharing, and will be making a recommendation soon.

Tech Task Force:


Bette Bussel


Rick Benfield


Sue Haber


Susan Yoder


Tom Schenk


Rhonda Begley


