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Taking it to the next level:

Understanding Roadmap Evolution

	The Summit features solution profiles for six foundations.

They are all different!  

They are all “correct”!  

... There are no wrong answers!  

... How can this be?


The Solution Summit will leave participants with three key messages:

1. Specific solutions to problems you face are now available.  

In fact, there are probably several on your wish list!  During the Summit you will have had the opportunity to see them and speak with the provider.
2. There is no “one-size-fits-all” solution.
Any one foundation will have a unique product mix.  When we look in the mirror, community foundations are a diverse group of organizations - and not just by “size” (however measured).  
... Some of our products behave like trusts, 
... some like insurance vehicles, 
... some like mutual funds, 
... some stress back office efficiency, 
... others stress community relationships.  
This means that the Solution Mix meeting this diversity will also be varied.
3. Each applications area has several Flavors of Solutions available.

Within one line of business, (e.g. third party administration)
... some community foundations will do it when asked, 

... others will consider it a part of their stock and trade, and 

... still others will consider it a strategic emphasis.
A particular solution that makes sense one year may not be a good fit the very next year if it is not aligned with changing foundation priorities. 

What does this mean?    In a word:  Evolution
This paper is designed to help Summit participants look beyond the solutions presented within it.  It offers a framework for understanding changes demanded of the tools we use, and gives a peak at ways to get ahead of the change machine.
1. Change as a Rubik’s Cube
What can seem like chaos often turns out to be more like a Rubik’s cube.  To the person who stands in front of a crowd and turns a scrambled puzzle into a cube with sides all the same color it is fun.  To the rest of us it is just a bit intimidating, a little aggravating, and all over exasperating. It is all about understanding the puzzle. 
A. Business Drivers:
Foundation leadership has wide latitude in choosing which of the many challenges it 
	  Influence of Business Drivers
	faces to take up as priority for an organization.  

A given set of priorities will find alignment with a certain mix of solutions.

Change the priorities, and the existing solution mix will become out of such an alignment.
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	B. Operational Processes
No matter what the priority business drivers  that are pushing at a foundation, there are basic core operational elements that make up the day to day reality at a foundation. These are portrayed in the example to the right as five activities.

The way in which a foundation approaches each of these operations areas will have a very direct impact on the suitability of a given solution.
A change in any one of these approaches will place stress on an existing solution and result in at best a miss match or worse bottlenecks and errors.

	  Influence of Operations
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C. Provider Actions:
Most foundations rely on providers for the tools to used to get their work done.  These solutions come with a wealth of business logic built into the fabric of their programming.  At some point in time, the profile of the solutions may well be a good fit to the needs of an organization.
But change happens, whether on the part of the Foundation (with a change in strategic positioning) or with the provider (with a new upgrade to the platform).  Such changes will throw the situation off balance.
	Influence of Providers
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2. Its Really All Very Simple!
These intersecting forces actually do fit together. 
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	A. Drilling Down

One way to think about using the Rubik’s cube is to select one element of dimension and to trace which elements of the other dimensions are likely to be affected.
In the example on the right, the business driver Harness Community Knowledge is highlighted. This reflects a decision at a foundation to more aggressively pursue building a searchable database of non-profit organizations served.

This Driver is seen as affecting two processes, Donor Relationships and Manage Grants.

The “fit” of two solution providers will also be affected by this change.
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3. Getting Ahead of Change: Using Solution Flavors 
Playing with Rubik’s cubes may be fun (for some) and they may help understand the dynamics of change in a foundation’s use of tools, but they offer little instruction on just what to do about it.  Wouldn’t it be nice if this framework lead directly into a process that would step us through practical answers?
It so happens that such a process does exist.  The approach builds on work done at the Software Engineering Institute, Carnegie Mellon University and at IBM around 1991, to “describe the software engineering and management practices that characterize organizations as they mature their processes for developing and maintaining software.”
  The result was known as the Capability Maturity Model (CMM). 
What does software development have to do with foundation operations?  The genius behind CMM is that it was really interested in how to achieve quality process – and the most thorough data available anywhere on “knowledge worker” activity happened to be in the development of software.  Back then it was not unusual to for a company to have a thousand programmers.
The basic concepts of CMM have been applied widely in the last 15 years as organizations large and small have struggled with many of the same issues facing community foundations.  CMM concepts can be found underlying such programs as ISO/9000 and Six Sigma.  One of the latest such efforts is known as COBIT.
 

From its executive summary:
“The key question is whether an enterprise’s investment in IT is in harmony with its strategic objectives (intent, current strategy and enterprise goals) and thus building the capabilities necessary to deliver business value. This state of harmony is referred to as “alignment.” It is complex, multifaceted and never completely achieved. It is about continuing to move in the right direction and being better aligned than competitors.”
Does this sound familiar?  They study best practices, establish standards, use plain language, but best of all do so in a way that understands that one size does not fit all.  For instance, if I am cooking for my family, or for a Church supper, or even for a large restaurant, it does not make sense to make soup the same way as a state of the art Campbell’s soup factory.

The following page contains a chart that describes some attributes of processes at the 5 different levels of CMM, (Initial, Repeatable, Defined, Managed, Optimized). 
· Think of a process you currently do.

· Look the chart over and find where you fall in a given category.

· Now move down one cell – this describes what your next step needs to be.

The Evolving Roadmap will adapt this chart to specific community foundation issues.

.

	Table: Maturity Model Attributes

	0 Non-Existent
	Understanding & Awareness
	Training and Communication
	Process and Practices
	Techniques and Automation
	Compliance
	Expertise

	1 Initial
	Recognition
	Sporadic communication on the issues
	Ad hoc approaches to process and practice
	
	
	

	2 Repeatable
	Awareness
	Communication on the overall issue and need
	Similar/common processes emerge; largely intuitive
	Common tools emerging
	Inconsistent monitoring in isolated areas
	

	3 Defined
	Understand need to act
	Informal training supports individual initiative
	Existing practices defined, standardised and documented; sharing of the better practices
	Currently available techniques used; minimum practices enforced; tool set standardised
	Inconsistent monitoring globally; measurement processes emerge; IT balanced scorecard ideas being adopted; occasional intuitive application of root cause analysis
	Involvement of IT specialists

	4 Managed
	Understand full requirements
	Formal training supports a managed program
	Process ownership and responsibilities assigned; process sound and complete; internal best practices applied
	Mature techniques applied; standard tools enforced; limited, tactical use of technology exists
	IT balanced scorecards implemented in some areas with exceptions and noted by manage- ment; root cause analysis standardised
	Involvement of all internal domain experts

	5 Optimized
	Advanced forward-looking understanding
	Training and communication support external best practices and use of leading-edge concepts/techniques
	Best external practices applied
	Sophisticated techniques deployed; extensive, optimized use of technology exists
	Global application of IT balance scorecard and exceptions noted by management globally and consistently; root cause analysis consistently applied
	Use of external experts and industry leaders for guidance
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� � HYPERLINK "http://www.sei.cmu.edu/publications/documents/93.reports/93.tr.024.html" �Capability Maturity Model for Software, Version 1.1�, Paulk, Mark C.; Curtis, Bill; Chrissis, Mary Beth Chrissis, and Weber, Charles, Software Engineering Institute, CMU/SEI-93-TR-24, DTIC Number ADA263403, February 1993.


� COBIT: Control Objectives for Information and related Technology, see Information Systems Audit and Control Association (ISACA®)  http://www.isaca.org
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