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Introduction

The new business model for United Way creates new demands for data and its use. United Way'’s tra-
ditional direct-impact approach to improving lives relied on agency and program data for making
funding decisions and developing campaign messages. The community-impact approach requires
data from agencies/programs, community-change initiatives and community partners to meet a
range of needs throughout the organization.

United Ways currently use an array of paper and computer methods to manage mountains of infor-
mation. Application of powerful technology to this strategically important task has several benefits.

The United Way in Tucson, Arizona
estimates saving between 40 and 50
staff hours and several thousand
dollars during the annual grant
application and allocations process.

More importantly, it gets more timely

and relevant data from its partners
through its quarterly reporting
system on outputs and outcomes.

“The greatest benefit of this
software has been having
readily available,
comprehensive,

up-to-date information on
every program and project on
the desk top of all our
community impact staff—
and having it formatted to
meet our local process with
our local terminology.”

United Way
of Greater Richmond & Petersburg
Richmond, Virginia

Among others, it:
e Increases accountability and effectiveness

e Frees up staff time to grapple with other critical issues

e Makes United Way the go-to place for certain types of information

e Meets growing volunteer needs for data access and response

e Advances the integration of technology into community impact work

e Helps United Way share data internally and among community partners
e Saves money over the long term

< Allows for increased data analysis and report generation

e Creates the potential for greater efficiency in data management

e Reduces the need for multiple United Way staff to ask agencies and initiatives for
the same data

In response to the challenges of managing this data, United Ways are seeking software
that is affordable, able to manage a wide range of agency/program and community-
change initiative data, and able to interface with current software used by both the
United Way and its community partners.

This is an exciting time in the field of nonprofit data management as new software
products are being developed that offer the potential to provide more effective ways to
manage and use community impact data. The challenge for United Ways is to identify
their data management needs clearly and then select or develop a product that meets
their needs and those of their community partnerships.

This Report

This report describes how a United Way can identify its agency/program and communi-
ty-change initiative data needs, explores relevant software characteristics, presents
factors related to software selection, and provides sample materials to illustrate key
topics. The report concludes with United Way experiences, a software selection check-
list and a glossary of terms. It is based on experiences from within the United Way sys-
tem, guidance from software developers, and general principles of software system
selection and implementation.

The report suggests a framework that each United Way can adapt for its own purposes.

Your United Way can use this framework as written, simplify it and eliminate some steps if they don’t
apply to your circumstances, or embellish it and inject other steps according to the insights of your
staff and volunteers. Please adapt freely, and let us know of your experiences and learnings so that
we may develop a body of shared knowledge within the United Way system. Contact Roger Wood at
roger.wood@uwa.unitedway.org with your comments and suggestions.
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Although this report focuses on agency/program and community-change initiative data, “It would not have been
United Ways may want to include other types of data in their considerations for software
system development. Alternatively, you may want to consider how this system can inter-
face with others that manage other types of data for the organization. management software without

possible to implement data

This report is available on United Way Online (keyword: ClSoftwareSelection) and to the the participation of funded
public through United Way of America’s Outcome Measurement Resource Network at organizations.”
www.unitedway.org/outcomes. For information on commercially available software, see
Managing Agency and Community-change Initiative Data: Software Summaries on United United Way of Greater Toledo

. . . 1 Toledo, Ohio
Way Online (keyword: ClSoftwareSummaries).

Getting Started

The United Way in Atlanta, Georgia

FORMING A PROJECT COMMITTEE reports forming a cross-functional
A representative project committee is important in planning and implementing useful soft- team of United Way leadership to
ware. Members will vary, depending on the scope of the software. At a minimum, include review the purpose and use of all
staff from all functional areas that will use the software. Identify a champion to lead the com- BRI RSV St Re N e T te e 141
mittee who embraces technology and organizational change. Determine who will have deci- [ N B e

sion-making authority.

greater sharing and increased use
of data throughout the United Way.

Think about who else among United Way stakeholders needs to be involved and why.
Representatives of volunteers who will be using the software can help assure that it is under-
standable and useful for their responsibilities. A volunteer with a background in data
management can be an especially helpful addition to the committee.

. . _ _ _ . “Looking back, we should
Consider including on the committee representatives from funded agencies and communi-

ty community-change initiatives in which United Way participates. They can provide valu- have dedicated a staff person
able-input regarding th_eir needs anq resources. Their participation also helps to promote for a one-year period that
buy-in and support for implementation and use.

would have worked with the
Other United Ways and/or funders also may be users of and therefore partners in plan-
ning the system. Their involvement will help to increase the relevance and use of the sys-

tem and may reduce the cost of implementation. Way staff, and online users.

software developer, United

Since the committee will first plan and then implement the system, members need to This person would have been

commit to working together for a specified period of time, although not necessarily for able to test items, find bugs
both phases of the project. Committee membership may change after the planning

phase. Those appropriate for planning may not be the most appropriate committee mem- faster, communicate with the

bers for implementation. Some United Ways have found that those with a more global software developer, and speed
view of United Way needs and resources may be best for planning and those with a ) ) ) )
greater understanding of day-to-day operational needs may be best for implementation. up the implementation timeline

. ) _ _ _ _ so that we could have been
Two cautions: Some United Ways experienced with software planning committees have

noted that those with the greatest knowledge of technology may dominate committee dis- fully utilizing the software
cussion. As a result others may be involved only marginally. It is important for committee
leadership to realize that everyone is there for a purpose and everyone’s perspective is
valuable and to assure that all have the opportunity to participate. Second, United Ways United Way of Greater Toledo
acquiring software jointly with other funders have emphasized the importance of being Toledo, Ohio

involved in the planning progress from the beginning. For example, some United Ways

have found that the software was selected before they were involved in the process. As a

result, even with extensive modifications the software did not meet the United Way’s needs.

sooner.”

! Not directly related to this report is a parallel list of software for agencies. See Outcome Measurement Data Management
Systems for Agencies on United Way Online (keyword: AgencySoftware) and publicly available on United Way of America’s
Outcome Measurement Resource Network at www.unitedway.org/outcomes.
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MAKING THE CASE FOR COMPUTERIZED DATA MANAGEMENT

A brief case for installing a computerized data management system is helpful for informing United
Way staff and volunteers, agencies and other community partners of the United Way’s plans. In
many United Ways, the board or executive committee will want to review, discuss and vote on
approval of the case.

Cases often begin with the rationale for change, an overview of the current method of managing data
and the need for a more efficient and cost effective method. The case may also include the benefits
and challenges of implementation, the roster of project committee members and next steps. See
Exhibit A for a sample case for a computerized data management system.

DRAFTING A TIMETABLE

Developing, purchasing or subscribing to a data management system that supports the new busi-
ness model takes time to plan and implement. The project committee will want to draft a timeline for
its planned activities and assign responsibilities. Although the amount of time needed will vary,
planning and implementation often take from 6 to 10 months. A configurable system hosted by a
vendor can typically be deployed more quickly. A completely customized system built to a United
Way’s unique specifications might take even longer. Regardless of the amount of time needed,
United Ways have noted that it is important not to rush, but once the process is started, to move for-
ward aggressively. See Exhibit B for a sample timetable for planning and implementation.

Data Management Needs

DATA NEEDS

Identifying data needs is a critical and challenging step in the software selection process. Itis
important for a United Way to define exactly what data it needs to manage before it looks for or cre-
ates a system for managing it. Otherwise, the United Way will end up managing whatever the sys-
tem was built to manage, rather than what the organization actually needs.

The United Way in

Grand Rapids, Michigan
cautions that it is important to
develop a clear vision of your
United Way’s data needs and

uses prior to acquiring software.

“If we had to do it over,
we would have
communicated our
needs more clearly to
the developer to assure
that he understood.”

United Way
of San Antonio & Bexar County
San Antonio, Texas

Staff and volunteers throughout the United Way need agency/program and community-change
initiative data related to their work. The data and all related factors need to be identified.
Questions include what data, in what form, for what purpose, to answer what questions, to
analyze how, to compare to what, to integrate with what, to report to whom in what form, to
track for how long, to keep for how long, etc.

To identify your United Way’s data needs, begin by asking these questions:
. Which staff and volunteers from various teams/departments use agency/program
and initiative data?

. What uses do they have for such data?
. What specific data do they need to accomplish these tasks?

In accomplishing tasks that use agency/program and community-change initiative data, United
Ways will need data from external sources in addition to agency/program and initiative part-
ners. Some of this data may be managed by the system that is the subject of this report.

Other data, such as community indicator reports or government census data may not be man-
aged by this system because it is too large, proprietary, or incompatible for other reasons.

You still will need to identify your need for the data and make plans for gaining access to it.

Exhibit C is a generic list of some of the data that various units of a united Way may need for
various purposes.
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To help you begin defining your own data needs, examples of a United Way’s answers to initial ques-
tions regarding staff and volunteer use of agency/program and initiative data are provided below.

REPORT GENERATION NEEDS

Report generation is often seen as a separate activity from data management, yet it is essential for
communicating the information received from agencies/programs and initiatives. Software that
manages data may or may not generate reports and those that generate reports may or may not have
the flexibility to meet United Way needs. Software can often be configured to meet some or all of a
United Way’s reporting needs but that may increase the cost of the product.

There are several options for developing report generation capacity:
e Users rely on report generation abilities of the software (Since each United Way is
unique these may or may not meet a specific United Way’s needs.)

The United Way in Miami, Florida
found that the move to
community impact increased the

« Vendor modifies software to provide customized reports (often at an additional cost)
demand for data and added

* United Way staff develops customized reports complexity to the data

= United Way contracts with a consultant or engages an appropriately skilled volunteer to management process.
develop the reports In addition to community
impact/investment staff and
United Ways need to identify the report generation requirements of their staff and volunteers volunteers, those in marketing
prior to meeting with vendors, consultants or in-house developers to discuss software devel- and resource development now
opment. Questions United Ways need to answer include: request data and have greater

* What reports are needed? That is, describe the report contents and format.

expectations for its use.
e Inaddition to “standard” reports, what ad hoc reports are likely to be needed? Electronic data management is

e When are the reports needed? essential for meeting current

= How long will the electronic version of each report be retained? data needs.

Note that report content and format may vary based on user needs. For example, community
impact/investment staff and marketing and communications staff may need the same basic
data but may request it in a different format and require different types of analysis. “The biggest challenge of
Developing a list of needed reports and samples of these reports will assist both the United Way ~ selecting software was

and the vendor/consultant in gaining a clear understanding of United Way’s reporting needs. ; . .
gaining g y's reporing figuring out what we did not

DATA ANALYSIS NEEDS know to ask and plan for
United Ways need software that can help them conduct basic data analysis. The following are

typical examples of United Way data analysis needs. soon enough and developing

e Summary statistics our future specifications.”
— Averages : :
United Way of Tucson & Southern Arizona
— Frequency Tucson, Arizona
— Percentages

— Data aggregation
e Crosstabs
e Trend lines
e Comparisons
e Projections
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“As United Way processes
continue to grow and
develop over time,
information management
products need to be
flexible enough to adapt
to the changes.”

United Way
of Greater Richmond & Petersburg
Richmond, Virginia

INTEGRATION AND EXPANSION NEEDS

Community impact work requires cross-functional collaboration and data sharing. It is
essential to determine which existing and envisioned future software your community
impact software needs to be compatible with, and then assure that it has the capacity for
this integration. For example, United Ways seeking to engage potential investors and gain
their financial support will need data on community initiatives managed by the community
impact software to integrate with their investor database. Also, do not forget to include the
potential for integration with finance and human resource systems.

Expansion is another important consideration. Software capacity will need to expand as
your community impact work changes your need for data. The more clearly you can identify
future needs, the better prepared you will be to ensure that your new software does not
limit your future work. Strong executive and board direction will be needed to help map
your organizations future direction so that it can be considered in your software develop-
ment effort.

Examples of Preliminary Needs Identification

Below are examples of responses to the questions from the preceding discussion. The examples
focus on different uses and different data needs of their users.

AGENCY/PROGRAM DATA FOR COMMUNITY IMPACT/INVESTMENT STAFF AND
VOLUNTEERS

Community impact/investment staff and volunteers may use data to develop reports on a range

of topics (e.g., promising practices, outcome achievement) or to make agency or initiative-related
decisions. For example, a body (impact council, vision council, community solutions council, etc.)
responsible for a United Way focus area may recommend investments in direct impact and communi-
ty impact strategies as described in The Community Investment Triangle: Targeting Our Resources on
United Way Online (keyword: ClTriangle). The council requires agency/program and community-
change initiative data for making these decisions.

To make agency/program funding decisions, impact council staff and volunteers need agency/pro-
gram data related to the United Way’s direct-service investment criteria. Criteria for selecting agen-
cies and programs for investment and for monitoring their progress include alignment with focus
area objectives, adherence to nonprofit management standards, and program performance. The
beginning of an analysis of agency/program data needs for community impact/investment staff and
volunteers might look like the following:

Example #1

Agency/program data user: Community impact/investment staff and volunteers

Agency/program data use: Make program funding decisions

Agency/program data needed: Descriptions of program services and intended outcomes;
numbers served and sessions provided by program activities; number of participants achieving
targeted outcomes; program learning and improvement; progress on annual agency manage-
ment objectives; proposed and year-end actual agency/program budget

Agency/program report: Bar chart showing the percent of participants who achieved a specific
program outcome over several years

Analysis needed: Percentages based on performance data and presented with historical data
from previous years

10
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Example #2
Agency/program data user: Community impact/investment staff and volunteers

Agency/program data use: ldentify community issues for action and create effective community-
change strategies

Agency/program data needed: Program reports identifying challenges faced by particular client
groups and community barriers to client success

Agency/program report: Data table showing challenges identified by agencies for various types
of clients, community barriers contributing to these challenges

Analysis needed: Percentages of participants affected by specific challenges

COMMUNITY-CHANGE INITIATIVE DATA FOR COMMUNITY IMPACT/INVESTMENT
STAFF AND VOLUNTEERS

An impact council making program funding decisions may also be responsible for one or more com-
munity-change initiatives. Often multi-partner efforts, these community-change initiatives seek to
influence community environments in a way that improves lives-not of clients of direct services, but
of specific community populations as described in What Is Community Impact? on United Way Online
(keyword: WhatlsCl).

United Ways involved in community-change initiatives have varying data needs based on the roles
they play in a specific initiative, such as leader, convener, facilitator, fiduciary, investor or planner.
The decisions to be made and the data needed will be different in each situation.

As an investor, for example, the United Way will be selecting community-change initiatives for fund-
ing based on focus area objectives and identified strategies. As with direct-service agency/pro-
grams, the United Way will need data related to criteria such as alignment with focus area objectives,
effective initiative management, and initiative performance illustrating progress on targeted commu-
nity changes and achievement of targeted population outcomes.

When a United Way has assumed the responsibilities of leading a community-change initiative, it will
take an active role in initiative planning and management, requiring a broader range of data. For
example, the typical responsibilities for a United Way leading a community-change initiative include
coordination, grants management, data analysis, report development and external communication.
Initiative staff and volunteers have numerous data needs related to each of these functions. All will
require data from initiative partners and often other sources. The beginning of an analysis of initia-
tive data needs when United Way is managing the initiative might look like the following:

Example #3
Initiative data user: Initiative staff and volunteers
Initiative data use: Tracking progress on mobilizing needed resources

Initiative data needed: Resources to be mobilized for specific components of the initiative,
when needed, those responsible for acquiring

Initiative report: Table showing needed resources, milestones targeted and achieved, results

Analysis needed: Targeted resources, milestones, and results inserted in a table and updated
on a regular basis
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Example #4
Initiative data user: Initiative staff and volunteers

Initiative data use: Measure changes that the initiative wants to create in community conditions
and populations?

Initiative data needed: Data on various components of the strategies targeted for tracking

Initiative report: Table showing changes in community conditions and populations sought,
milestones targeted and achieved, results

Analysis needed: Targeted changes, milestones, and results inserted in a table and updated on
a regular basis

AGENCY/PROGRAM AND INITIATIVE DATA FOR MARKETING/COMMUNICATIONS
STAFF AND VOLUNTEERS

Marketing and communications staff and volunteers need data about direct-service and community-
change strategies and results to communicate to the public. Agencies/programs and community-
change initiatives can provide a range of data to support marketing and communications staff efforts
including program outcome data, community and population data for each community-change initia-
tive, partners and their roles, and resources (not only money) mobilized to support various strategies.

As with other users, marketing and communications staff and volunteers may need data from
sources other than this database. The beginning of an analysis of agency/program and initiative
data needs for marketing and communications staff and volunteers might look like the following:

Example #5
Agency/program and initiative data user: Marketing and communications staff and volunteers

Agency/program and initiative data use: Communicate progress on specific initiatives to
investors interested in that issue

Agency/program and initiative data needed: Progress on community change; progress on
population outcomes

Data from other sources: Investor profiles including specific interests, preferred mode of
contact, etc.

Agency/program and initiative report: A line graph showing the percentage of the population of
concern achieving the target outcome before the initiative was implemented and as it progresses
compared to other populations or geographic areas

Analysis needed: Determine percentage of the population achieving the target outcome over a
period of time and plot compared to other groups

Example #6
Agency/program and initiative data user: Marketing and communications staff and volunteers

Agency/program and initiative data use: Develop annual report that clearly demonstrates
United Way’s new identity as a community impact organization

Agency/program and initiative data needed: Investments-financial and other-in community-
change strategies, progress on community changes, progress on population outcomes, selected
program outcomes

Data from other sources: Investments of initiative partners

Agency/program and initiative report: List of all United Way investments, narrative that
describes investments in community-change strategies, chart showing status of targeted
community changes and population outcomes, list of investments in direct-service programs

2 For examples of changes in community conditions and populations pursued by United Way-involved partnerships, see
Community Initiatives: Tracking Progress and Results on United Way Online (keyword: ClTracking)
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Analysis needed: Quantification of non-financial resources from United Way and partners
applied to various initiatives; percentage of financial investments given to various programs and
initiatives

INITIATIVE DATA FOR MAJOR GIFTS STAFF AND VOLUNTEERS

Major gifts staff and volunteers need data on United Way initiatives when seeking to engage poten-
tial investors and gain their financial support. The beginning of an analysis of initiative data needs
for major gifts staff and volunteers might look like the following:

Example #7
Initiative data user: Major gifts staff and volunteers The United Way in Cleveland, Ohio
has learned that identifying data

Initiative data use: Present a community impact strategy as a “product” to potential
needs and uses for software

major investors

selection helps with future
investment and planning efforts.

Initiative data needed: Initiative purpose, impact strategies, number who will benefit,
impact on individuals and the community, major cost components, resources including
money that United Way needs to mobilize, resources including money that partners need
to mobilize

Data from other sources: Investor profiles including specific interests, gift potential, preferred
mode of contact, etc.

Initiative report needed: Narrative summarizing the initiative for potential major investors

Analysis needed: Cost-benefit analysis for those served and the community

Exhibit D shows how information on one data use by one data user can be presented in a table. This
table can be used to gain agreement among all parties and also can be given to venders and consult-
ants to further describe United Way’s data needs and uses.

Other Needs and Issues

CONFIDENTIALITY

Developing guidelines for data access, use, ownership and length of retention requires careful

upfront thinking. These can be very sensitive issues for those organizations submitting data to

United Way.

« If data will be housed off site (vendor or third party location), discuss confidentiality of data use
and ownership with the vendor prior to completing a purchase agreement.

= To avoid confusion, United Ways may want to develop data use agreements with funded agencies
and other partners prior to data submission.

e |tis desirable to empower staff and volunteers throughout the United Way by providing
appropriate access to data, however, access is often limited to the data directly related to their
assignments.

= All United Way users must be aware of restrictions regarding data use to avoid inappropriate
data disclosure.

PEOPLE AND PARTNER CONSIDERATIONS

In addition to considering data, report generation and analysis needs, you also want to consider the
characteristics/circumstances of the people who will use the system and the partners who will pro-
vide much of the data. Often overlooked are the concerns of people who are only occasional users of
the software, such as loaned executives, volunteers, and temporary staff, as well as staff who may
be somewhat techno-phobic. The software needs to be compatible with their level of skill and expe-
rience so that after training they can navigate the system without the assistance of an experienced
staff member.

GUIDELINES FOR SOFTWARE SELECTION 13




Meeting the needs of agency and community-change initiative partners is important as well. United

Ways will be interacting with these organizations on a regular basis and their staff will be submitting
data in response to United Way requests, so it is important to select software that is easy for them to
use and compatible with their technology. To assist those with limited access to computers, consid-

er providing computer terminals at your United Way for data input.

Regardless of the type of software selected (client-side installation or Web-accessible), users will
need Internet access to submit data. Prior to installing the software, it is helpful to determine the
current status of Internet access among users. Questions for users regardless of the type of software
selected are:

What type of Internet connection do you have at your office(s)?
What if any difficulties to you anticipate in moving to Web-based reporting?
Do all employees that would need access to the Internet currently have access?

Software Considerations

TYPES OF SOFTWARE

Options for software are commonly classified as either client-side installations or Web-accessible
software. Both types of software can be installed without modification, configured to meet United
Way needs or customized as an entirely unique product. Whether developing, purchasing or sub-
scribing to agency/program and initiative software, most United Ways are choosing Web-accessible
software because of the many advantages of online data transmission.

Client-side Installations

These are products that are installed on the user’s hardware. The two major types differ in
where the software is installed and thus whether it can be accessed by multiple users.
Options are:

— Software resides on an individual United Way staff member’s computer

— Software resides on the United Way’s server and provides access to several or all
United Way staff (“Client-server system”)

This software does not have online capability. Users submit data through the mail or email and
United Way enters data into the software. Microsoft products such as Access and Excel are
examples of client-side installations. An advantage with this software is that the data is secure on
the United Way’s server, rather than residing on the server of the vendor or a third party.

Software for managing community impact data would probably have to be installed by the
vendor at every site where it will be used, including the United Way, agencies and others.
The more sites where it is installed, the greater potential for problems.

Web-accessible Software

These are products with online access by both data contributors and data users. These
types vary in where the software that is managing the data is housed. Options are:

— Software is housed on a vendor’s server or other designated site
— Software is housed on the United Way server

An advantage of this software is that, since users submit data directly to the database, no addi-
tional data entry is needed. With most online software used by United Ways, users submit data
via standardized United Way online reports.

If software is housed on a vendor’s server, the vendor’s servers must have both the capacity and
security policies that one would expect of a Web-hosted service. If the software is housed on a
United Way’s server, it may be used to serve other United Ways as well. This could allow smaller
United Ways to participate in a data management system for a fee without having to manage its
own system.

14
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Benefits of Web-accessible software include:

— In addition to agency/program and community-change initiative data, a broad range of
information, materials and assistance can be posted online by anyone with system

access for use by anyone else with access. A few examples are:
« 0Ongoing correspondence

+ Technical assistance

+ Non-profit management resources

+ United Way newsletter articles

+ List of reports and due dates

+ Calendar of United Way events

« Notification of changes

«  Promising practices

+ PDFimages

— Itallows United Way staff to concentrate on reviewing and analyzing
program data instead of inputting data, thus improving program
assessment and data accuracy and making more efficient use of time.

— Reduces the need for multiple United Way staff to ask agencies and
initiatives for the same data

— Eliminates the challenges of submitting reports through email and
diskette caused by the array of hardware and software types in use

— Allows for ease of data sharing, increasing the potential of meeting the
information needs of all United Way functional areas

ALTERNATIVES FOR OBTAINING SOFTWARE
Options for obtaining software include either purchasing or subscribing to existing software or
developing a new software product.

e Purchase or Subscribe to Existing Software

“The greatest benefit has been
the ability to manage the
entire process in a real-time
Web environment with agen-
cies, staff and volunteers
accessing data from

any location at any time

with Internet abilities.”

United Way of King County
Seattle, Washington

Several commercially available software products offer significant advantages over developing
new software, including:

United Way can benefit from the advances of existing technology without the time or

expense of creating a new system

Vendors may provide support for implementation and trouble shooting

United Way responsibilities for developing upgrades and providing training and

“Helpdesk™ resources may be reduced

Concerns about United Way staff turnover causing the loss of the only people who know

the software may be reduced

Other United Ways that use the system can provide assistance either informally or

through a user group
Costs are easier to project and overruns less likely
Software will be available sooner because it has already been developed

« Develop Your Own Software

Developing a new software product is another way of meeting the challenge of data manage-
ment. Software may be developed by vendors, consultants or in-house by United Way staff.
There are advantages for United Ways that develop software in-house or work closely with a con-
sultant in this process, including:

GUIDELINES FOR SOFTWARE SELECTION
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— Software is developed to meet the United Way’s specific needs

— United Way houses the database, which may be important if the vendor goes out of
business, discontinues the product or increases charges for support

— United Way can develop customized reports without being restricted by vendor formats

— Because of staff knowledge of the software, they can respond quickly to user requests for
clarifications and users won’t have to go to a consultant or vendor for answers to every
question

— Software can be upgraded on an ongoing basis as needed by the United Way

— Costs may be reduced by using United Way staff and volunteers to conduct training

Choosing Vended Software

When attempting to select the right software, your clearly defined data collection, analysis, reporting
and storage needs and hardware, software, and user constraints provide the specifications for the
software you want. Use these to evaluate the various options available to you. The point is to review
vendor and consultant materials with your needs and constraints clearly in mind.

United Ways often become aware of vendors and their products through advertising or informal dis-
cussions with other nonprofits. Most vendors have Web sites, promotional materials and software
demonstrations that provide an introduction to their products and services. After reviewing these
materials, it is often helpful to have a telephone conversation or email exchange with a vendor repre-
sentative to ask more specific questions and to determine if an online demonstration or a face-to-
face meeting is appropriate.

What features and functions will make a software product the right choice? There are many factors to
consider when selecting software. See Exhibit E for a sample list of vendor and software considera-
tions. Note that not all of the factors on the sample list apply to all systems. For example,
“Requirements for a network server” is not relevant

if the software is hosted on the vendor’s server.

COMPARING FEATURES AND COSTS

A simple matrix can help you compare features among software options. List features that your
United Way has identified as having the highest priority in the left column and software or vendor
names across the top. In the cells, indicate whether each product is designed to provide this fea-
ture. Note that the question being asked is “Is this software designed to provide this feature?” and
not “Can the software provide this feature?” Many vendors will say their software can do almost
anything, but it's more valuable to know what they were designed to do.

A matrix can also be helpful for comparing software costs. List expense items such as purchase
price, maintenance costs, training costs, customization costs and upgrade costs in the left column.
List software or vendor names across the top and then fill in the blanks. Note that United Ways often
budget several thousand dollars per year for annual maintenance and upgrade expenses.

CUSTOMIZATION AND CONFIGURATION

Customization refers to developing software to a user’s specifications. Some established software,
such as Microsoft Word, is designed to meet users’ needs right out of the box without customization.
There are, however, no industry standards for tracking agency/program and community-change
initiative data and there is no turnkey software. Every United Way functions somewhat differently
and therefore requires software that can be customized to meet its needs. The more the United Way
understands its needs and the more the vendor understands the United Way, the more likely that can
happen.

16 GUIDELINES FOR SOFTWARE SELECTION




There are two key questions regarding preparing existing data management software for use by a
particular United Way. The first is how much the software provider will customize the software based
on the United Way’s specifications before the software is delivered and how much it will cost. The
second is how much configuration is possible by United Way staff.

There are companies that do “some” customization, some that do “moderate” customization, and
others that do “total” customization. Costs rise with increasing customization. An ideal situation
is when a vendor can meet your United Way’s expectations with moderate customization. If exten-
sive customization is needed, the product may not be affordable and software performance may be
compromised.

Configuration refers to modification of the software after installation by either the vendor or the user
and is an important element of any new software. When the software can be configured by staff,
there is no additional monetary cost. Amenability of software to configuration by staff is very impor-
tant feature because of the complexity of United Way work, the diversity of formats required, and the
ever-changing nature of community impact work. Therefore, United Ways need to know the extent to
which they can manipulate elements of the system without needing to call the vendor. The types of
configurations the staff will want to change include data structures (e.g., logic models, charts and
tables), security levels (e.g., levels of security vary for staff and volunteers based on their roles), and
agency/program and community-change initiative information (e.g., program, agency and communi-
ty-change initiative investment decisions will be based on somewhat different information).

Future modifications or updates after the software is installed to be performed by the vendor may or
may not have an additional cost depending on the agreement for service. If your United Way
acquires software as a part of a consortium of United Ways or other partners, software modification
may require the agreement of all consortium members.

INTEGRATION AND EXPANSION

Stand-alone software may manage data well but will not support the equally important need for data
integration. Itis essential to select software that has the capacity to integrate with current and
anticipated future United Way software.

If you are considering using vendor-supplied software, be aware that some vendors of software for
managing agency and community-change initiative data have also developed donor management
software. Software from different companies is not likely to be compatible unless the two companies
have worked together to make that possible. However, some vendors are involved in current or
emerging partnerships precisely to respond to United Way needs for improved systems integration.

It is likely that their software will interface without additional modification. Software to manage
United Way’s finance and human resource functions are usually separate systems although you may
have identified needs for integration of these systems.

DATA SECURITY

Software vendors should have security protocols to manage data storage and transfers. Security
should reside at three points of access: the database, data transfer, and passwords. For online
systems, the vendor should confirm that the database rests behind a firewall.

When inputting data to or receiving data from the database via the Internet, the vendor should have
the transfer encrypted using SSL (Secure Sockets Layers). A 128-bit SSL encryption is standard.
The vendor should ensure that passwords are encrypted within the system using known encryption
algorithms, or hashes, such as MD5, SHA1, or SHA2.
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Aside from the technical security issues, vendors should have policies/protocols for:
e Ensuring passwords are not easily guessed

e Changing passwords at regular intervals
e Retrieving forgotten passwords

e Defining what data is encrypted during transmission (some software may only encrypt the
user login)

SAMPLE QUESTIONS TO ASK WHEN EXPLORING A UNITED WAY’S EXPERIENCE
WITH VENDED SOFTWARE

Ask vendors for a list of United Ways that have used the software and are willing to discuss their
experiences. Current users can provide valuable input from their experiences. The following are
sample questions that may be asked:

e How long has your United Way been using the software?

e What are its strengths?

e What are its weaknesses?

e Would you buy it again?

< Did your conversion go smoothly and how long did it take?

e How much customization was required to meet your needs?

« Does the vendor have a basic understanding of United Way data needs and uses?
< Did training meet staff and volunteer needs?

e Istechnical support responsive and useful?

e How easy is it to run standard reports

e How easy is it to run customized reports?

e Was the final cost of the software close to the vendor’s proposal?

e Has it been easy to upgrade the software as new versions have come out?
e Isthere a user’s group and, if so, has it been helpful?

= Are your technophobic colleagues and those who are occasional users comfortable using the
software?

See Exhibit F for summaries of the experiences of five United Ways with software selection, installa-
tion and use.

Installing the Software

If your United Way is purchasing or subscribing to vended software, after your committee has
selected the software it will give the vendor a list of changes that it would like to see. The vendor
will develop guidelines and a timetable for making these changes. After the vendor has made these
changes, beta testing will begin. Similarly when the software is being developed in house or by a
consultant, once the software has been developed to United Way specifications, beta testing will
begin.

Because of the complexity of the data management process, some United Ways may not feel that
they can identify all needed changes until they have had a chance to test the system. If the United
Way wants the option of making changes after system testing, this will need to be negotiated with
the vendor or consultant prior to signing an agreement for service.

BETA TESTING
Once your United Way has selected and installed its software, it will need to test it both in house and
with community partners. This process is called “beta testing.” Vendors and consultants will coordi-
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nate this process for their products. Beta testing is about looking for “bugs” or errors in the system.
It is not about making system-wide changes without additional cost. The vendor or consultant is
responsible for showing that the system works as planned, not for adding or changing features that
were not specified originally.

In the beta-testing process, the United Way:
« |dentifies beta testers both in house and community partners, assuring that testers are real
users of the software

= Considers appropriate incentives for the testers (e.g., lunch, recognition and thank-yous)

= Provides beta-testing capacity and facilities (test in real-world settings for both United Way and
community partners)

e Coordinates support for beta testing
e Maintains continuous communication with the vendor

The vendor should provide a beta-testing plan that includes:
e Testing schedule

e Testing forms
e Orientation/quality assurance training for beta testers (before they do the testing)
e Schedule for all corrections (often referred to as a Bug-Fix Schedule)

* Process for United Way to review and approve all corrections (often referred to as the Sign-off
on Fixes process)

ORIENTATION AND TRAINING

All users of the system, including United Way staff and volunteers and community partners, will need
training on how to operate the software. Those not actually operating the software, such as United
Way board members, will need an orientation to learn more about its capacity and limitations. The
amount of training, coaching and technical assistance needed is based on the characteristics of the
software and the levels of computer expertise of those being trained. This may require a significant
amount of time and effort.

Training is often provided at different levels to accommodate user needs. Training will have to be
repeated on an ongoing basis to accommodate staff and volunteer turnover. Some vendors and con-
sultants provide a training manual. If not, your United Way will need to develop one to assist in this
process. Vendors and consultants can provide the training but may have an additional charge for
this service. Announcement of orientation and training provides an opportunity to promote the sys-
tem among users and encourage their support for its successful implementation and use.

Note that training is just the beginning of the learning process. Staff and volunteers will learn the
most when they begin using the software. Your United Way will need to arrange for technical assis-
tance for users and provide periodic training for new staff/partners. It will be important to follow up
with users periodically after the system has been installed through an online or telephone survey to
identify needed changes.

Training, of course, needs to extend beyond how to operate the software to include how to think
about and use the data appropriately. A common concern regarding data use is that it will be used
out of context and, therefore, not fully understood by those receiving the reports. Increased access
to data will make this challenge even more important.

See Exhibit G for a checklist to help you take the steps needed to select agency and community-
change initiative software.
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Exhibit A: The following is a case you might provide to United Way staff and volunteers to demonstrate the need
for and value of moving to a computerized system for managing agency/program and community-

Sample Case for change initiative data. A modified version could be used if you already have a computerized system
Com puterized Data and are advocating an upgrade or migration to a different hosting arrangement.

Management

As our United Way transforms to the community impact model, there are new demands for data and
|

its use. Our traditional approach to improving lives relied on agency and program data for making
funding decisions and developing campaign messages. Our community-impact approach requires
data from agencies/programs, community-change initiatives and community partners to meet a
range of needs throughout the organization.

In response to this challenge, our United Way is exploring options for managing the data that we request
from funded agencies and community-change initiatives. We believe that our current method of managing
data is not adequately meeting the needs of United Way or its many community partners.

The purpose of this effort is to simplify the process of requesting, receiving, using, and sharing data in
a way that allows for ongoing updates and flexible reporting options. We are seeking software that is
affordable, able to manage a wide range of agency/program and community-change initiative data,
and able to interface with current software used by both our United Way and our community partners.
We believe the process of data management needs to be both efficient and cost effective while provid-
ing timely and user-friendly access to information on funded agencies and community community-
change initiatives. The resulting system needs to have the ability to easily and consistently exchange
information among United Way and its partners, mutually benefiting all organizations.

Benefits of an electronic data management system
e Increases accountability and effectiveness

e Frees up staff time to grapple with other critical issues

< Makes United Way the go-to place for certain types of information

e Meets growing volunteer needs for data access and response

e Advances the integration of technology into community impact work

e Helps United Way share data internally and among community partners

e Saves money over the long term

e Allows for increased data analysis and report generation

e Creates the potential for greater efficiency in data management

e Reduces the need for multiple United Way staff to ask agencies and initiatives for the same data

Benefits of a Web-accessible system

< Inaddition to agency/program and community-change initiative data, a broad range of informa-
tion, materials and assistance can be posted online by anyone with system access for use by
anyone else with access. A few examples are:

— 0Ongoing correspondence

— Technical assistance

— Non-profit management resources
— United Way newsletter articles

— List of reports and due dates

— Calendar of United Way events

— Notification of changes

— Promising practices

— PDFimages

20 GUIDELINES FOR SOFTWARE SELECTION




It allows United Way staff to concentrate on reviewing and analyzing program data instead of
inputting data, thus improving program assessment and data accuracy and making more effi-
cient use of time.

Reduces the need for multiple United Way staff to ask agencies and initiatives for the same data

Eliminates the challenges of submitting reports through email and diskette caused by the array
of hardware and software types in use

Allows for ease of data sharing, increasing the potential of meeting the information needs of all
United Way functional areas

The Challenges

Planning and implementation will take time and resources
Some users may not have the hardware, software or skills required for use

United Way staff and volunteers, agency representatives and other community partners will need
orientation or training on the new system

Some users may be resistant to changes in the way they manage or report information

Implementation so that the system provides added value without additional burden will require
careful planning and research

If a Web-based system is used, the new technology will add maintenance costs to our current Web site
It will require ongoing maintenance and support

Project Committee

A committee of United Way staff and volunteers and community partners has been formed to partici-
pate in the planning and implementation of the system. Committee membership may change during
the implementation phase.

Next Steps:

Develop a timeline to complete the project
Gain approval from appropriate United Way leadership to move forward

Commit sufficient financial and staff resources to assure adequate technical support, ongoing
communication with the vendor, participation in user group calls or meetings, and continuous
assessment of organizational needs to assure that the system continues to meet United Way
needs

Determine who (individual or group) will have the authority to make final decisions throughout
the planning and implementation process

Meet with United Way staff and volunteers, agency representatives and other community part-
ners who will use the system to summarize the project and gain their input and support

Survey United Way staff, agency staff and other potential users to gain more information about
their data needs and uses, computer skills, hardware and software capacity, and Internet access

Secure needed funding

Identify United Way’s current data needs

Project United Way’s future data needs

Determine who will manage the system and assure that it is meeting United Way’s needs on an
ongoing basis

If a commercially available product is being considered, Identify and meet with potential
software vendors

Select or develop and install software

Provide orientation and training for all stakeholders

Use the system as intended, adapting and tuning both the system and usage practices as
appropriate

Exhibit A
continued
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Exhibit B:
Sample
Timetable for
Planning and

Implementation
B

This is a sample timetable for planning and implementing a data management system.

Step

Month

5

6

Form project committee

Develop case and timetable

Acquire United Way approval

Identify data management needs

Explore data needs in-depth

Identify system requirements

Review vended software

8.

Select or decide to develop software

9.

Design and configure system

10. Beta testing

11. Promote the new system

12. Orientation and training

22
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United Way staff and volunteers have a wide range of agency/program and community-change initia-  Exhibit C:
tive data needs that often overlap. This list shows data that are commonly requested by various func- S ampl e List of

tional areas. )
United Way

Community Impact/Investment—Data for making investment decisions, monitoring investments, Data Needs by
assessing community needs and resources Functional Area
« List, brief summaries and contact data for all agencies, programs and community-change initiatives
I

e Agency budget, board roster, organizational chart, organizational objectives

* Program descriptions, goals, objectives, outputs, outcomes, budgets and summary of client
demographic data

e Program improvement efforts and results

e Learnings from program outcome measurement that suggest effective practices and provide input
to community-change efforts

e Community-change initiative goals, objectives, budgets, list of partners and targeted community
changes and population outcomes

e Historical funding data
e Monitoring reports

Marketing/Communications—Data for developing public materials
* List, brief summaries and contact data for all agencies, programs and community-change initiatives

e Qutput and outcome data by program

= Community and population data for each community-change initiative
e Success stories

e Partners and their roles

* Resources (not only money) mobilized to support various strategies

Resource Development—Data for mobilizing resources
= List, brief summaries and contact data for all agencies, programs and community-change initiatives

e Summaries of client demographic data for each agency/program

Public Policy—Data for developing and supporting the public policy agenda

* List, brief summaries and contact data for selected agencies, programs and community-change
initiatives

= Amount of funding from government sources for agencies, programs and community-change
initiatives

e Summary of client data for each agency/program including unmet needs, trends and costs per case

Crisis Preparedness and Response—Data to prepare for and respond to community crisis
« List, brief summaries and contact data for all agencies, programs and community-change initia-
tives involved in crisis preparedness and response activities

e Collaborative data including list of those involved in collaborative activities, assigned roles and
responsibilities, technology used, strengths and gaps in service

Labor—Data to assist labor union members and for mobilizing labor resources
« List, brief summaries and contact data for all agencies, programs and community-change initiatives
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Exhibit D:
Sample Table of
Information for
One Data Use by

One Data User
I

This table is an expansion of Example 1 on page 10 and shows how data can be presented in a table.

Topic Detalil
Data user Community impact/investment staff and volunteers
Data use Make program funding decisions

Data needed

Descriptions of program services and intended outcomes
Numbers served and sessions provided by program activities
Number of participants achieving targeted outcomes
Program learning and improvement

Progress on annual agency management objectives

Proposed and year-end actual agency and program budgets

How submitted

Online

Format in which received

United Way funding application

When and how often needed

Annually on the last Friday in the month of March

Reports to be generated!

Summary reports for staff and volunteers involved in the investment process
Summary reports of funding recommendations for United Way board of directors

Summaries of board decisions for staff in all United Way functional areas as needed

Data analysis needed

Summaries of output and outcome data
Comparisons of output and outcome data to previous years
Projected changes in outputs, outcomes and related cost implications

Integrated with Major gift and grant funding for initiatives and agencies
How long tracked Ten years

How long retained Indefinitely

Other

Other

! Attach a sample of each report to the table whenever possible.

24
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This exhibit lists features and functions to consider when selecting vendors and software.

Vendor

Vendor in business for at least three years?
Vendor finances, resources and reputation sound?
Offer training

— Atyour site?

— Only at their training center?

— Online?

— How many hours?

— What'’s free, what costs extra and how much?
Offer technical assistance?

— Toll-free phone assistance?

— Average telephone hold time?

— Instant chat help line?

— In-person emergency visits?

Limits, restrictions or fees associated with the number of users?
Provide printed manual?

Hardware

Server OS includes Windows NT, 2000 or XP?!
Minimum requirements for a network server?*
Processor speed required?

Amount of RAM needed?!

Hard drive size required?*

Product offered online (ASP)??

Software—General

Length of time software has been on the market?

How many United Ways and how many other organizations currently use the software?
Cost of software including licensing fees, maintenance fees, hosting and one-time purchase charge?

What is the upgrade pricing policy?

— Is there a charge for upgrades?

— Will United Way have to pay for upgrades requested by others?
— Will United Way receive all upgrades that others get?
Licensing agreement include the following?

— Warranty coverage

— Technical support

— Configuration

— Training

— User rights vs vendor rights to the software

— Privacy of donor and client information

— Legal recourse if there is a problem

Can the product be Web enabled?

— Ifyes, is this true of all functions and features?

Is multi-level security provided?

Are different levels of access available including read-only?

' Does not apply to software hosted on a vendor’s system.
2 Does not apply to software hosted on a purchaser’s system.

Exhibit E:

List of

Vendor and Software
Considerations
I
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Exhibit E
continued

Can software be used over a network?

Is it compatible with software being used by agencies and community partners who will have
access to the system?

e Isit compatible with other United Way software currently in use?
e Are data conversion tools standard with the software?
e Can software import data to other products?
— Ifyes, which?
e Can software export data to other products?
— Ifyes, which?
e Are high-priority features customizable?
e Can staff change data structures, security levels and program information?
e Will United Way own the code?
* Does the software search for information in all fields?
e Can the software store all needed file types?

Visual Appearance & User Experience

e Is screen appearance simple and easy on the eyes?

e Can user adjust for color, shading, contrast, etc.?

e Can user access all components from central location?

e Can the look for the system be integrated with the United Way Web site?

Workflow/Tracking
e Can the software generate email?

e Can the software store sent email for content tracking?
e Can the software automatically generate reminders to staff?
< Does the software offer calendar feature?

Data Analysis
- Develop summary statistics (averages, frequency, percentages, data aggregation), crosstabs,
trend lines, comparisons, projections?

e Maintain historical data for future analysis?
< Allow data analysis to be conducted by all United Way staff?
e Support longitudinal data analysis?

e Analyze outcome, output, demographic and other data over time by strategy, geographic
location or population?

e Query and extract agency/program and community-change initiative data on any field of
collected data?

Report Generation
e Do standard reports meet most of your United Way’s reporting needs?

If not, can the software be configured to meet United Ways reporting needs?
e Does software include a way for United Way staff to create customized reports?
e (Can software automatically email reports to users?
e Can software generate reports to a Web site?

26

GUIDELINES FOR SOFTWARE SELECTION




This exhibit summarizes the experiences of five United Ways with software selection, installation and
use. All five selected different solutions to meet their data management needs. The first two contract-
ed with consultants to develop customized software and the other three selected different vended
products.

UNITED WAY OF GREATER RICHMOND & PETERSBURG

RICHMOND, VIRGINIA

Types of data managed

For each funded agency/program and initiative:

= Basic agency and program descriptions, locations, service area and contact information

e Client demographics

e Funding application

* Annual outcome reports for each indicator

e Reporting compliance (due dates, submission dates, etc.)
e Staff proposal review and scoring tool

= Can also manage this same information for “projects” that occur within our various community-
change initiatives like Success By 6.

In addition to community impact/investment, other United Way functional areas using the software
Research & Evaluation, Marketing

Features of greatest value
e Online funding and reporting application

e Ad-hoc report generation on outcome results
e Ad-hoc report generation on client service statistics

Features you don’t have but really wish you had
e Easier method to modify field and screens (now have to go through in-house programmer)

= Better, more flexible reporting tool for narrative sections of the funding application (research
basis, needs statement)

* Integration with other software for emailing and calendar, etc. (particularly Microsoft products)

Greatest benefit

Having readily available, comprehensive, up-to-date information on every program and project on
the desk top of all our community impact staff—and having it formatted to meet our local process
with our local terminology. All information is consistent across programs and in a common format.

Biggest challenge of selecting and installing the software

Researched many of the available products and, in each case, felt like the structure and vocabulary
were very different from our fund distribution and outcomes processes—processes that we had
worked hard to refine and didn’t want to be forced to modify because of the software. After much
exploration we decided to have custom software developed to support our local process. A huge
challenge during the design phase was that our vendor was bought out mid-stream, resulting in an
almost complete turnover in our assigned account representatives.

Biggest challenge of using the software
While data input and use are easy; getting flexible output (reports)-especially from long text fields-is
a challenge.

Exhibit F:

United Way
Experiences with
Software

Selection,

Installation

and Use
I
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Exhibit F
continued

If done over, what would be done differently

There may be more software products available now than when we were originally investigating.

If there was an off-the-shelf product that allowed for easy customization and provided good product
support, we would probably go that way—after checking out the product with several users.

During exploration and then development, our information technology staff was able to be involved
only marginally. No one on our community building staff team had enough knowledge of technology
to go head-to-head with the vendors or developers. If doing this over, we would definitely include a
database expert (staff or volunteer) on our team.

Additional comments
As our United Way processes continue to grow and develop over time, information management
products need to be flexible enough to adapt to the changes.

We checked references on many products through United Way staff around the country. Candid com-
ments from United Way colleagues were an invaluable tool.

Staff contact
Gail Harris at harrisg@yourunitedway.org

UNITED WAY OF SAN ANTONIO & BEXAR COUNTY
SAN ANTONIO, TEXAS

Types of data managed

For each funded program:

e Client demographics

e Qutcome performance

e Program financial information

In addition to community impact/investment, other United Way functional areas using the software
The data is primarily used for program performance monitoring. No other United Way functions use
the compiled data.

Features of greatest value
None

Features you don’t have but really wish you had
< Directly export any and all data sets to Excel, Word, or Access

e Generate presentation quality reports directly from the software
e More easily make changes to input screen format

Greatest benefit
The two years of use of the online software was a learning experience.

Biggest challenge of selecting and installing the software
In selecting software the biggest challenge was the inability to quickly perform side-by-side compar-
isons of different software products.

Biggest challenge of using the software
The process of catching and correcting flaws in the software design was too slow. Some flaws were
never corrected. Frustration was high.

28
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If done over, what would be done differently
= Communicate our needs more clearly to the developer. Have developer show us what s/he per-
ceives to be our expressed need to insure that s/he understood.

= Insist on the ability to make changes to the software application immediately when discovered
that something was not working satisfactorily.

e Test and retest before using the software on a large scale.

Additional comments
We had a software developer design a system for us, however, the experience did not prove to be
satisfactory. We are now shopping for off-the-shelf applications.

Staff contact
Telesforo (Al) Mendez at amendez@unitedwaysatx.org

UNITED WAY OF KING COUNTY

SEATTLE, WASHINGTON

Types of data managed

Bi-annual allocation/investment data. Anticipate adding RFP & venture funding processes in the
coming months. This year the outcome measurement data will also be managed/integrated with the
software with the potential for interim reporting. Legacy data for 2 prior years of reporting will be
added for historical use. At this point a separate Access database is used to track client-level demo-
graphics.

In addition to community impact/investment, other United Way functional areas using the software
Currently the only functional area utilizing the software is community services. Anticipate utilization
by brand/marketing staff once outcome data is added to the site.

Features of greatest value
e Online application submission with customized tracking reports

* Online application review by volunteers

* Ability to communicate with volunteers/agencies by customized grouping
* Ability to utilize agency “home pages” for dissemination of information

e Capacity to post FAQ’s & news bulletins in real time.

Features you don’t have but really wish you had
* Interface between demographic and outcome reporting

« Software currently has limited ability to upload external tables

Greatest benefit

The ability to manage the entire process in a real-time Web environment with agencies, staff and vol-
unteers accessing data from any location at any time with Internet abilities. All support documenta-
tion and news items can be uploaded and posted as pdf’s for quick dissemination. This resulted in
both staff time and cost savings in allocation process/cycle.

Biggest challenge of selecting and installing the software

Taking the leap of faith and investing all of our energies in a new product. Timeframes were tight
with the vendor pushing new forms and functionality as we were trouble-shooting and drafting
instructions for immediate agency/vendor interface.

Exhibit F
continued
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Exhibit F  Biggest challenge of using the software
continued Populating the tables and activating items for customized groupings took a fair amount of time to
build out and audit. Now that the foundation is in place, updates are extremely easy.

If done over, what would be done differently

We had a great relationship with the vendor and they were extremely responsive whenever we had
questions but diving into the endeavor as the product was just beginning to get rolled out was
extremely challenging. Our timetables and demands were frequently butting against the vendor’s
ability to program components. It often felt like driving a train as the tracks were being laid.

Additional comments

The relationship and interaction with the vendor made the allocation process a success. We were
familiar with the vendor through other products before purchasing the current system and have
always been pleased with their dedication to customer service. At every step in the process the ven-
dor was willing to accept our input and either flag or immediately implement our enhancement
requests.

Staff contact
Dianne Kuhn at dkuhn@uwkec.org

UNITED WAY OF GREATER TOLEDO

TOLEDO, OHIO

Types of data managed

e Program outcomes, outputs, financial reporting and success stories

e Agency demographics, financial reporting, board rosters and contacts

In addition to community impact/investment, other United Way functional areas using the software
Resource development, marketing, finance and operations have the capacity to use the software but
tend to rely on community impact staff for assistance. Community impact staff is working to get
other departments to run their own reports and consider additional ways that they could use the
power of the database.

Features of greatest value
e Online reporting—no need to track tons of paper reports

e Electronic data retrieval—no need to wade through tons of paper reports

- Data aggregation—no need to deal with tons of paper reports and input data into spreadsheet
programs

We’'re not fully utilizing our software at this point, so the top three features could change in 6
months. Implementation is a huge task for a United Way without resources to dedicate a full-time
staff person to the project for the implementation period.

Features you don’t have but really wish you had
< Ability to aggregate all data within the database (United Ways have unique data needs and
reporting formats, making it complicated to aggregate data.)

e Written manual for the online users (initially not available; eventually developed by United Way
staff)

e Online help manual for the online users
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Greatest benefit
From a nuts and bolts frontline program monitoring view: improved access to data and enhanced
program/agency accountability. From a United Way view: ability to aggregate data.

Biggest challenge of selecting and installing the software

Software selection and installation were not really issues for our United Way. The software vendor
made an offer to our United Way and others that were already using the database, which the vendor
had purchased from another United Way. We were also using the vendor’s fund-raising software, so
it was really a decision to improve the capacity of our previous investment.

Biggest challenge of using the software

Our United Way has concentrated on getting the online piece implemented. This has been a huge
challenge in view of the number of bugs in this software. The two-way communication between the
developer and the United Ways ended much too soon and more testing needed to be done. The soft-
ware has been vastly improved, but it has been a very difficult task. | think that in about six months,
future purchasers will get a very good product. | understand that there are always growing pains,
and this process has indeed been painful.

If done over, what would be done differently

Have a dedicated staff person for a one-year period that would work with the software developer,
United Way staff, and online users. This person would have been able to test items, find bugs faster,
communicate with the software developer, and speed up the implementation timeline so that we
could be fully utilizing the power of the software now.

Our experience is somewhat unique in that we were part of a developing product. We paid a much
lower price up front; however, the cost in terms of lost productivity has been significant because |
spent so much time on product development as opposed to my regular work. For future purchasers,
not as much time will be needed. The software will be a much more finished and tested product
because Toledo’s agencies and staff did the testing.

Additional comments

One thing that | valued was the buy-in of the agencies. It would not have been possible to imple-
ment a data management system without their participation and willingness to collaborate. Often
agencies are dealing with older computers, dial-up Internet connections, and lack of information
technology knowledge. | learned that | needed to be very, very patient and really listen. | saw the
value of the database, and | was willing to work very hard to make it work. In view of all of the bugs
in the software, it has taken probably twice as much time as | would have originally thought.

Agency feedback has been mostly positive. So much is dependent upon the willingness of the
agency to do something new. So much is dependent upon the agency’s prior feelings about United
Way. | would say that 90 percent of the agency and program staff are supportive and positive or at
least favorable about on-line reporting. That other ten percent may very well be negative about any-
thing that they are asked to do by United Way. So, | consider the process a success so far.

Staff contact
Audrey Weis-Maag at aweismaa@uwgtol.org

Exhibit F
continued
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Exhibit F
continued

UNITED WAY OF TUCSON & SOUTHERN ARIZONA

TUCSON, ARIZONA

Types of data managed

e Maintain a database of contact information and other required information for our community
impact partners (member agencies in the old world). This includes contact information, board
information, 25-word statement, 990s, audits, annual reports, etc. Individual agencies are
required to update their contact information via the Web and our software.

e Manage our online RFP process. Agencies apply online and volunteers review and score the
proposals online.

e Manage our community impact quarterly reporting system. All of our community impact part-
ners are required to submit quarterly outcome reports via the Web through our software.

In addition to community impact/investment, other United Way functional areas using the software
We also use the software to run a secure intranet for our agencies and our board of directors. As part
of the quarterly reporting system, agencies submit success stories that are used by marketing along
with the outcome results that are transferred to our quarterly community impact dashboard.

Features of greatest value
e The most important feature is that it is a Web-based online (ASP) model. Anyone with access to
the Internet and a password can log on from anywhere to submit or review the information.

e ltis user customizable. We can generate all the reports and forms we need ourselves without
any special programming.

Features you don’t have but really wish you had
At this point it really does what we need.

Greatest benefit

The ease of use and the reduction in costs and staff time. Agencies input data, we don’t, volunteers
review or print online themselves, no more rooms of copies and finally, we can collect and use data
in real time. The data are used, it is not just filed.

Biggest challenge of selecting and installing the software

When we made the switch, the online (ASP) choices were very limited so the selection was very easy.
As in any software installation, the biggest challenge was figuring out what we did not know to ask
and plan for soon enough and developing our future specifications.

Biggest challenge of using the software

We have been very pleased, so | can not highlight any specific challenge. However, if | would men-
tion anything it would be to make sure you train enough people to understand and use it (e.g., devel-
op forms and reports). The first person left before we had trained anyone else.

If done over, what would be done differently
Nothing. It has worked for us.

Additional comments
The move to an online RFP and reporting process helped send the message to the community that we
are a new United Way. It has been a good differentiation tool.

Staff contact
Dan Duncan at duncan@unitedwaytucson.org
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This checklist can help United Ways take the steps needed to select agency and community-change
initiative software.

Project Committee
O committee members identified and recruited

Case Development

O case for data management software developed and disseminated

Timetable Development
O Timetable for planning and implementation drafted

Data

[ Data needs and related factors (e.g., how used, how submitted, format in which received,
when needed, how often needed, integrated with, how long tracked, how long retained, etc.)
determined for every data use

Report Generation

O Reports needed and related factors (e.g., audiences, when needed, how often needed)
determined for every data use

Data Analysis
O pata analysis needs determined for every data use

Integration and Expansion

[ Data needs for cross-functional collaboration and potential future uses determined

Confidentiality
O Confidentiality guidelines developed

People and Partner Considerations

O People and partner considerations determined

Type of Software

O The type of software (client-side installation or Web-accessible) to be selected or developed
decided

Alternatives for Obtaining Software

O The method of obtaining the software (purchasing or subscribing to existing software or
developing a new software product either in house or by a contractor) decided

Exhibit G:
Checklist for
Software

Selection
I
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Exhibit G Comparing Features and Costs
continued O Dpesired software features and functions identified
O software options compared based on availability of desired features
O costs of various software options compared

Configuration
O united Way’s projected need for future modification of the software determined

O united Way’s need to make these modifications independent of vendor or consultant assistance
determined

Integration and Expansion

O Factors related to current and anticipated future software have been considered to assure that
software to be selected will be as compatible as possible

Data Security
O pata security protocols developed

United Way Experiences
O other United Ways asked about their experiences with specific software

Installation

O After software selection, the United Way gave the vendor a list of changes that it would like
to see

Beta Testing

O united Way and vendor roles in the beta testing process identified

Orientation
O Those to receive orientation identified (e.g., United Way volunteers, agency volunteers)

O Those to provide orientation identified (e.g., United Way staff, United Way volunteers, vendor,
consultant)

Training

[ Those to receive training identified (e.g., United Way staff, community impact/investment volun-
teers, agency staff, other users)

O Those to provide training for each group listed above identified (e.g., United Way staff, United
Way volunteers, vendor, consultant)
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Application

Application Service Provider

Back Up

Bench Strength

Beta Testing

Client-side Installation

Community Impact

Community-change Initiative

Computer System

Concurrent Users

Configuration

Configurable Software

Custom Software

Data

Direct Impact

In the computer field, a program or group of programs designed

for end users. Software can be divided into two general classes:
systems software and applications software. Systems software
consists of low-level programs that interact with the computer at a
very basic level. This includes operating systems, compilers, and
utilities for managing computer resources. In contrast, applications
software (also called end-user programs) includes database pro-
grams, word processors, and spreadsheets. Figuratively speaking,
applications software sits on top of systems software because it is
unable to run without the operating system and system utilities.

Abbreviated as ASP, a third-party entity that manages and distrib-
utes software-based services and solutions to customers across a
wide-area network from a central data center. Commonly referred to
as Web-hosted.

Copy files to a second medium (a disk or tape) as a precaution in
case the first medium fails.

Number of staff at an organization who know how to perform certain
computer-related functions such as operating and maintaining spe-
cific software.

The last stage of testing, which is conducted with a sample of those
who will use the software at their worksite as it would be used under
normal working conditions.

Software that is installed on the user’s computer(s).

Improving lives by mobilizing communities (people, relationships,
expertise, technology, money, etc.) to create lasting changes in com-
munity conditions.

An effort, generally a partnership, to improve lives by mobilizing
communities to create lasting changes in community conditions.

The hardware and software components that run a computer or com-
puters.

Those using a specific software at the same time.

The way a system is set up, or the assortment of components that
make up the system. Configuration can refer to either hardware or
software or the combination of both.

Software that can be modified by the vendor and possibly by the
user to accommodate the user’s organizational look, feel, and work-
flow.

Software that has been developed to a user’s specifications.

Distinct pieces of information, usually formatted in a special way. All
software is divided into two general categories: data and programs.
Programs are collections of instructions for manipulating data.

Improving lives by mobilizing communities (especially financial
resources of businesses and employees) to support services provid-
ed to individuals and families.

Exhibit H:

Glossary
e
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Exhibit H Download
continued

Encryption

Firewall

Hash

Hosted

Internet

Local-area Network

Online

Outcome

Report

Copy data from a main source to a peripheral device that is not part
of the computer, such as a CD-ROM drive or printer. The term is
often used to describe the process of copying a file from an online
service to one’s own computer.

The translation of data into a secret code. Encryption is the most
effective way to achieve data security. To read an encrypted file, you
must have access to a secret key or password that enables you to
decrypt it.

A system designed to prevent unauthorized access to or from a
private network. Firewalls can be implemented in both hardware and
software or a combination of both. Firewalls are frequently used to
prevent unauthorized Internet users from accessing private networks
connected to the Internet, especially intranets. All messages enter-
ing or leaving the intranet pass through the firewall, which examines
each message and blocks those that do not meet the specified
security criteria.

A hash value (or simply hash), also called a message digest, is a
number generated from a string of text. The hash is substantially
smaller than the text itself, and is generated by a formula in such a
way that it is extremely unlikely that some other text will produce
the same hash value. Hashes play a role in security systems where
they are used to ensure that transmitted messages have not been
tampered with. The sender generates a hash of the message,
encrypts it, and sends it with the message itself. The recipient then
decrypts both the message and the hash, produces another hash
from the received message, and compares the two hashes. If they
are the same, there is a very high probability that the message was
transmitted intact.

A computer, usually a server, containing data, files, or programs that
another computer can access by means of a network or modem.

A global network connecting millions of computers.

Abbreviated as LAN, a computer network that spans a relatively small
area. Most LANs are confined to a single building or group of build-
ings. However, one LAN can be connected to other LANS over any
distance via telephone lines and radio waves. A system of LANs con-
nected in this way is called a wide-area network.

In the field of data management software, refers to communication
conducted through the Internet.

Specific change sought in a characteristic—e.g., knowledge, attitude,
motivation, skill, behavior, condition, status—of a specific individual
or group of individuals.

A formatted and organized presentation of data. Most database
management systems include a report writer that designs and gener-
ates reports.
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Security

Server

Secure Sockets Layer

Structured Query Language

Upgrade

Utility

Vendor

Web-accessible Software

Wizard

In the computer field, refers to techniques for ensuring that data
stored in a computer or transferred online cannot be read or compro-
mised by unauthorized individuals. Most security measures involve
data encryption and passwords. Data encryption is the translation of
data into a form that is unintelligible without a deciphering mecha-
nism. A password is a secret word or phrase that gives a user access
to a particular program or system.

A computer or device on a network that manages network resources.
For example, a file server is a computer and storage device dedicated
to storing files. Any user on the network can store files on the serv-
er. A print server is a computer that manages one or more printers.
A network server is a computer that manages network traffic. A data-
base server is a computer system that processes database queries.

Abbreviated as SSL, a protocol developed by Netscape for transmit-
ting private documents via the Internet. SSL works by using a private
key to encrypt data that is transferred over the SSL connection. Both
Netscape Navigator and Internet Explorer support SSL, and many
Web sites use the protocol to receive confidential user information,
such as credit card numbers. By convention, URLs that require an
SSL connection start with https: instead of http:.

Abbreviated as SQL and pronounced either see-kwell or as separate
letters, SQL is a standardized query language for requesting informa-
tion from a database.

A new version of a software or hardware product designed to replace
an older version of the same product. Typically, software companies
give current users a discount on upgrades to prevent users from
switching to other products.

A program that performs a very specific task, usually related to man-
aging system resources. Operating systems contain a number of
utilities for managing disk drives, printers, and other devices.
Utilities differ from applications mostly in terms of size, complexity
and function. For example, word processors, spreadsheet programs,
and database applications are considered applications because they
are large programs that perform a variety of functions not directly
related to managing computer resources.

An independent company that develops software that is commercial-
ly available.

Software that is accessed by users through the Internet regardless of
whether ASP-hosted or purchaser-hosted.

A utility within an application that helps the user use the application
to perform a particular task. For example, a “letter wizard” within a

word processing application leads the user through the steps of pro-
ducing different types of correspondence.
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