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Introduction

The Technology Roadmap
 is conceptual framework developed by the Technology Steering Committee to guide the redevelopment of the business processes and systems that under gird the work of community foundations.  This has included strategies to improve their efficiency and effectiveness of the tools and platforms available.
  During 2003, an RFI process selected a provider for Seamless Processing of investment data. During 2004, an RFI process promoted “plug and play” solutions to specific needs related to CRM, Grants Processing, Web Presence and Accountability.  
The RFI for Integrated Solutions shifts the focus in 2005 to the providers of integrated platforms.  This document provides an overview of Integrated Solutions Requirements that lie behind the RFI.  Other documents include the Request for Information (RFI) itself (addressed to providers and focused on process), the Integrated Solutions Questionnaire, which requires a detailed response by providers, and the Integrated Solutions Project Definition, used as a project management instrument.
.  

Section 2 seeks to provide some background to the Technology Steering Committee’s (TSC) Technology Initiative.  This initiative has spanned several years and represents a collaborative effort to define and address business needs. 

Section 3 provides a high level summary of the business needs facing foundations and how the Roadmap can be mapped into an applications framework that directly relates to operational aspects of a community foundation.

Section 4 presents the statement of scope for the RFI for Integrated Solutions.  A framework named the Landscape for an Integrated Solution is outlined.  The structure of the questionnaire directly relates to this framework.  . 

1. Technology Initiative Background

A. The Technology Steering Committee 

A field-wide Technology Steering Committee (TSC) was formed in November 2002 to define a clear vision for the technology and infrastructure requirements community foundations need to meet over the next few years.  The TSC is co-sponsored by Community Foundations of America and the Community Foundation Leadership Team of the Council on Foundations.

The committee contains more than 20 members spanning the key representative organizations and users groups in the field as well as technology-savvy partners.  The mission of the TSC is to: 

· Build and promote consensus around a vision for future technology development. 

· Establish shared minimum development specifications/protocols 

· Serve as a strong, single voice to create leverage with providers 

· Promote information sharing, education and training within the field 

· Monitor the technology environment for issues and trends important to the field.  

	Figure 1:  The Technology Roadmap
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B. Strategy behind the Technology Initiative

The Technology Roadmap outlines the functional requirements of a competitive community foundation infrastructure and management information system. The Roadmap was created with input from over 100 community foundations.  From it, five key strategies have emerged to drive the work of the Technology Initiative: 
· Increase foundation capacity to target, reach, cultivate and service high-net-worth individuals. (asset building)

· Increase staff efficiency and workflow; reduce time devoted to non-value added (or manual) activities; reduce labor-intensive and error-prone “workarounds” caused by inefficient systems. 

· Improve staff ability to cultivate and serve nonprofits, including improvements to the grant-making process

· Reduce or eliminate the field’s significant and growing competitive disadvantage versus financial institutions offering similar charitable products.  

· Improve the foundation’s ability to turn competitors into productive alliance partners through partnerships with national financial institutions.

The Roadmap and strategies led to the creation of specific action plans in three key areas:  core systems; Web presence; and accountability tools.  The Integrated Solutions RFI represents the TSC’s interest in advancing core systems capacity. 

Business Needs Summary

C. Overview

By definition the Tech Roadmap is an inclusive statement of foundation needs, but it is not intended as a specific statement of business requirements.
Business requirements are best understood in the context of the roles filled by individuals as they interact with an organization.  The many roles that need to be understood are shown in the figure below.

The take away from this graphic is that in-house staff represents only one portion (albeit a rather important one) of the potential users of an Integrated Solution.  Others include a complex of actors that represent the source of new funds to the foundation, actors that are potential grantees, actors that are institutional partners, and actors that assist in corporate governance. 
	Figure 2:  Roles of Individuals 
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D. Donor/ Grantee Self Service 

In 2004, the Donor/ Grantee Emphasis divided the work of a community foundation between features delivered directly to donors and grantees through a portal, and features supporting internal client service staff.
  

The unique donor/grantee perspective is portrayed graphically in Figure 3 (from the Donor/ Grantee Emphasis).
  This perspective is a radical departure from a traditional organization-centric view of systems.  Integrated Solution Platforms must be capable of delivering the kind of self service implied in this model.  

	Figure 3:  Donor/ Grantee Portal
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E. Business Requirements of In House Staff
While they may represent only a portion of the individuals using an integrated solution, they certainly represent the most intensive users of the platform.  The graphic on the following page, Figure 4: In-House Processing Needs, attempts to show the breadth of these requirements.  
(i) Donor Services

Donor Services comprises all platform aspects dedicated to donor relationship development, donation management and the building of workflow tools and techniques to facilitate both.  All aspects of classic CRM are thus included, including the capture of donor self-service activities.  All aspects of gift processing, from document preparation, donor communications and data entry are also included.  This data entry can either be in a front end system or made directly into a platform module.  It should include all requirements for new account setup.  
Donor services also extend into a foundation’s role as the administrative agent for donor advised funds.  The donor services staff needs to have a complete view of the foundation relationship with a donor or prospect.
(ii) Program Services

Program Services comprises all platform aspects serving the institutional clients of a foundation.  The program services staff needs to have a comprehensive view into the database of the foundation relationship to an organization.  This includes profile management, interacting with self service updates and validating key information. It also includes the full spectrum of grant management, from developing grant programs, to working with grantees to develop applications, reviewing them and, upon authorization, submitting payment requests.
The program services area is responsible for the Accountability elements of the system, setting grant conditions, insuring response and measuring performance.  The core responsibility for donor/program matching is also shown within this area.  Ideally, much of the actual matching will be done through self service by a donor, matching data they have entered (whether structured or simply through query) against data validated by the program services staff.
(iii) Financial Operations

Financial Services comprises platforms serving the fiduciary needs of the foundation.  These needs go beyond traditional GL controls over cash and financial reporting to include investment management related activities and exercise of trustee responsibilities vis-à-vis funds held in custody by the foundation.   
A core internal control concept is that the financial services staff do not originate instructions within the system, but rather validate and execute instructions originated by others (such as Donor Services, Program Services, or Administrative Operations).
	Figure 4 – In-House Processing Needs
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F. Mapping Business Needs to the Roadmap
An outline of the business requirements of the Roadmap begins to emerge from this discussion of the roles filled by individuals as they interact with an organization.  
Figure 5 relates the Donor Services responsibilities in an applications group labeled “Development”, groups Program Services into a “Program” group, and Financial Services into an “Operations” group.  A fourth group is included for the Donor/ Grantee portal as the “External Presence”.  This is shown as attached to the outer most layer of the roadmap, which was web presence.
	Figure 5:  Mapping Business Needs to the Tech Roadmap
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2. Landscape for an Integrated Solution

A. A Landscape Super Structure

A super structure emerges that defines the landscape of applications in use by foundations, and thus serves as the context to this RFI.  Figure 6 below shows the high level breakdown of this landscape. The pages that follow will drill into the next level for each area.  The Detailed Questionnaire that accompanies the RFI drills down even further into each branch (it runs 17 pages).  

· Intra-Organizational applications are those meeting the needs of internal system clients: Development, Program, Operations and Context (this last includes desktop and research tools). 

· External Presences applications are those meeting the needs of the wider organization: supporting Communications, Content Management, and Self Service applications. 

· Data Interface: the search for an Integrated Solutions implies a final requirement that the system be transparent to the business needs 
	Figure 6:  Client Services Menu
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B. Detailed Breakdown
The following figures present the drill down into each application area. Further details are contained in the Questionnaire.
· Figure 7:  Intra-Organizational – Development

· Figure 8: Intra-Organizational – Operations

· Figure 9: Intra-Organizational – Program

· Figure 10: External Presence

· Figure 11: Intra-Organizational – Context

· Figure 12: Data Interface
	Figure 7: Intra-Organizational - Development
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	Figure 8: Intra-Organizational - Operations
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	Figure 9: Intra-Organizational - Program

	[image: image9.png]-Program

= Grants Mgt

Accountal

OtharApplication [ oesionatca

Budasting Ercumprances

Grantee Proqress Reporting







	Figure 10: External Presence
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	Figure 11: Intra-Organizational - Context
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	Figure 12: Data Interface
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� See Technology Roadmap:  � HYPERLINK "http://www.cfamerica.org/page7403.cfm" ��http://www.cfamerica.org/page7403.cfm� 


� See “Strategy, Business Needs and Benefits”, Community Foundation Technology Initiative, Technology Steering Committee,  September, 2003, � HYPERLINK "http://www.cfamerica.org/page7403.cfm" ��http://www.cfamerica.org/page7403.cfm�


� See “RFI for Integrated Solutions”, “Questionnaire for an Integrated Solution”, and “RFI For Integrated Solutions Project Definition”, TSC 4/1/2004.


� See “Donor/ Grantee Emphasis: RFI Scope”, TSC, May 11,2004


� The “Donor/Grantee” perspective serves as a proxy for all “external” relationships to the organization.  The same platform will be configurable to meet the needs of professional advisors, volunteers and board members.  For instance, interactions with board members would include meeting preparation, grant review and effectiveness measurement.
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