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EXECUTIVE SUMMARY 
On December 10, 2010, the NARFE Information Technology Advisory Committee (NIAC) was formed to recommend a 21st Century information technology strategic vision for the Association by analyzing major operating systems and reviewing policies and procedures.  In addition, the NIAC was to evaluate effectiveness of operations and communications throughout the organization and met with NARFE staff January 18-19 in Alexandria, VA, for familiarization purposes.    

The Committee decided early on to recommend only those changes that would result in positive impacts on Legislation, Recruiting and Retention.  Also, in light of the current financial situation, the recommendations had to be Affordable, which led to the NIAC adopted strategy of near term and long term recommendations.  

The overall NARFE internal headquarters operations are sound and much is being done with a small staff.  The real problems lie in the support to the regions, federations, and chapters.  

In membership, the monthly Chapter Activity Report (M-112) needs to be replaced with simple one-click internet access for chapters to obtain their Prospective, Dropped, New, and Deceased Members and for regions and federations to have the reports revised to sort and sub-total by organizational units.  The Semi-Annual Membership Roster Report (M-114) needs to be accessible online to obtain current status of membership, membership directories, mailing labels, and e-mail addresses at all organizational levels. 

To support the Legislative Agenda, the NARFE Officer Roster (F-7/7A) processes have too much manual intervention with up to two month delays that make it problematic for the leadership at all levels.  They need to be changed so that the current roster of officers is displayed before and after making changes and last date of update is also displayed.  

These changes are affordable, can be accomplished quickly, and if successful, should show positive results in Recruiting, Retention and consequently increased revenue to support a long term 21st Century IT strategy.  For the long term, NARFE should look toward a more integrated commercially available enterprise system that will force more efficiency in operations and eliminate the sole source dependence on the current contractor with proprietary software.  In addition, it should include statistical and graphical performance measurement tools to aid regions and federations to better track and improve specific chapter operations.

Because the current bylaws lead to frequent management changes, ongoing IT projects are sometimes dropped in favor of new ones desired by the incoming executives.  Short of installing an Executive Director at National, the formation of an IT Configuration Management Board with a Member from each region could be established to provide more continuity to the overall IT strategic development process.    
I. OBJECTIVES 
The NARFE Information Technology Advisory Committee (NIAC) is a special committee commissioned by the NARFE National Executive Board to accomplish the following objectives:

· Articulate a comprehensive 21st Century strategic vision for information technology for the Association

· Review all information technology policies, procedures and organizational structure and recommend revisions, where appropriate

· Analyze the Associations major operating systems and recommend upgrades, where applicable

· Evaluate all principal data entry centers in terms of effectiveness and efficiency and recommend necessary operational modifications

· Review communications processes and procedures between headquarters, federations, and chapters and recommend a more holistic and integrated strategy.

II. STRATEGIC VISION 
The NIAC decided that it would conduct this study by giving priority to those improvements in the NARFE IT architecture that would increase membership in NARFE through the recruiting and retention processes.  Focusing on this strategy should result in more members to foster the NARFE legislative agenda and more revenue to support the NARFE mission.

Furthermore, the NIAC recognized that resources are limited at the present time and that changes to the NARFE IT architecture must be cost-effective and affordable.  The study addresses short term low cost changes that can bring about increases in membership and retention that should provide the revenue for NARFE to invest in a more integrated 21st Century system within the next five years.   
NARFE federations, in general, spend a significant amount of scarce funds associated with traveling throughout there respective States.  There is consensus among the Committee members that the value of such travel is questionable and might better be spent in other areas that directly affect legislation, retention, and recruiting, such as the currently deferred long term IT improvements..

III. SCOPE 
The Committee divided the study into five functional areas that could provide the most payback in the near and long term as follows:

· Information Technology Architecture including hardware, software, communications, security, and system management

· Membership System Processing to include information flows from inception to dissemination to NARFE HQ, Region VPs, federations, chapters, and Individual Members and back
· Financial System Processing to include information flows, software, and management
· NARFE Internet Architecture including infrastructure, hardware and software support, applications, security, and electronic mail

· Systems Integration and Implementation  

IV. INFORMATION TECHNOLOGY ARCHITECTURE 
a. Current Situation
An overview of the current architecture was provided to the NIAC committee by Mr. Hamidzada, the director of IT for NARFE.  The report is attached as Appendix 1 in a separate document for those who are interested in the details.  This paper will discuss the architecture at a higher level.

1.  Workstations

The headquarters staff is supported by 62 Microsoft based workstations, using an XP operating system with Office 2003.  Mr. Hamidzada pointed out that these workstations were in need of replacement.  He considered that this was one of the critical needs at this time.  Considering the age of the workstations the committee is in agreement.

2.  Servers

NARFE also maintains eight servers.  The servers are Microsoft based.  The servers support the headquarters staff, GEMS, host the NARFE web sites and other functions.  Some of the servers are candidates for replacement.

3.   Database

The bulk of the data is maintained in an ORACLE database that is supported by Interactive Systems Inc. (ISI).   The database is located at an ISI facility.  The data is accessed from headquarters using a dedicated T1 communication line. The IT staff also use MICROSOFT SQL Server for some applications at headquarters.

4.   Web Services

The IT staff maintains the NARFE website and the associated services.  They use a MICROSOFT based development environment (.Net) with COLDFUSION, presumably for database access.
5. Web Hosting

In addition to the NARFE web site the IT staff also supports Web hosting for some of the federation and chapters.   We do not know how many federations and chapters use other hosting services or do not have a web presence.
6. GEMS

The Global Electronic Messaging System (GEMS) is used to transmit email to members.  GEMS is supported by ISI.

7. Federation and Chapter Web Sites

Many of the chapters and federations have implemented web sites and processes, some rather robust, that are outside of the national site.  In looking at redesigning the web presence of the national organization we need to look at what these sites have accomplished.  We will also need to consider these efforts as we move forward with an implementation plan at the national level.  

b. Short Term 
The committee feels that some short term improvements can be made that will support the primary goal of member retention.  At this time much of the data is sent to chapters and federations through monthly reports.  The committee recommends that this information be made available through online reports.  

At this time the ability to provide online reports is limited by the fact that the ORACLE database is maintained by ISI. The link from NARFE to the ISI database is through a communication link (T1 line) that only allows limited access.  
We recommend that selected member data be replicated on NARFE servers for use by the new online reporting system.  This can be accomplished by using MICROSOFT SQL database housed on a new server at headquarters.  The data could be replicated, at least daily, so that users could see recent data.  We also recommend that the online reports be simplified to focus on specific functions.  As an example, if a chapter wishes to contact members who have not renewed their membership then the report should contain only those members and only enough information to make the calls.  More information on these simplified reports can be seen in section VI.b.
While replicating data is often frowned upon in database theory we believe that in this case it is the best short term solution.  It should have little impact upon the existing processes.  The current financial system is functioning well and we do not wish to recommend short term changes that could impact it. Also, this will not expose the ORACLE database to the INTERNET.  The ORACLE database will remain the primary database and should anything happen to the replicated data there will be only a minor loss.
Once the revised online reports are implemented, there is the possibility of further short term activities.  Data that needs to be updated is often sent to headquarters for keying.  The process needs to move to one that provides for the option of online data entry by the chapters.  With the creation of the database for online reports we have the ability to accept data for transmission to the ORACLE database.

c. Future 
The long term solution cannot be described at this time.  We believe that moving toward an integrated package may offer the best hope of addressing the needs of the chapters and federations, as well as needs of the national headquarters.  

The ability to implement both the short term recommendations, and recommend an integrated package, will require an ongoing effort in the IT area.  The committee will recommend the formation of an IT Configuration Management Board to oversee these activities.  The duties of the Board are explained in the recommendations section.  The membership of the Board will need to be determined.  A balance must be struck between a group large enough to represent the various interests and small enough to function effectively.  
V.   ORGANIZATION COMMUNICATIONS
a. Background

NARFE must know the officers of the chapters because chapters are essentially the "stockholders" of NARFE.   In addition, specialized information needs to be communicated to the responsible parties at chapter and federation levels.  For example, Legislative Officers regularly receive information directly from our Legislation Department for action. 
Since federations serve as focal points, the same logic holds for federation officers.  This information is communicated from chapters to National by means of the Chapter Officer Roster (Form F-7), and by State Federation Officer Roster (Form-7A).  This information is so vital that all chapters are required per Section 3(C) of the Bylaws to submit an F-7 form annually. A like requirement is in effect for federations to submit an F-7A after their convention.

Most federations require that copies of the F-7 also be sent to the Federation Secretary and President.  These forms are available in both paper and electronic, interactive, formats. And, there are multiple versions of the F-7/F-7A in circulation, which raises several serious issues.

b. History

1. Traditional Version

The paper form version of the F-7 contains fields for Chapter Name, Fed Tax ID, Chapter Number, Location, Meeting Place, Day and Time, Except For, Chapter Dues, a check mark if chapter dues are changed, and Effective Date. Positions covered are: President, 1st Vice President, 2nd Vice President, Secretary, Secretary/Treasurer, Legislative Chair, Membership Chair, Public Relations, Service Officer, Newsletter Editor, Alzheimer's Chair, NARFE-PAC Chair and NARFE-NET Coordinator. It requested full contact information for each position: Member ID, Member name, Address, State/City/Zip, Phone #, Fax #, E-Mail Address, for each officer, along with a check mark for changes in officer.  It excluded several key positions, notably State Legislative Chair (where there was a distinct chair for state legislation issues). 

This paper format was and is very comforting to our older generation, which is paper-oriented.  Many Chapter Secretaries misuse it to effect membership address changes as a favor to officers.  Roughly 30% of the F-7's received by the Florida Secretary, for example, use this format.  Florida is being used throughout this section as the extreme case scenario due to issues encountered because of its demographics with regard to age and migration patterns.    
2. Abbreviated Paper Version

As a result of both complaints from Chapter Secretaries over the amount of detail required, as well as concerns on the part of National about the quality of name and address data on the paper form, an abbreviated version was created.  While it required the same information for the chapter, only the Member # and Member Last Name were required for each position,, along with check marks for New, No Change and Vacant. In addition, it added the position of Legislative Chair (State Legislation), position code 17, which had been omitted previously. Again, by way of example, about 30% of the Florida F-7's use this format.

Use of this variant became common in 2005, and there are two main versions, the 2005 and 2010. The main difference is the newer version has the new seal and includes return address information. 

3. Electronic Version

After the success of the abbreviated paper version, National experimented with an online interactive form. In its original version, it only permitted entry of Position Code and Member Number.  


This form was resisted strongly at the beginning, and there were concerns expressed by Chapter Secretaries who were concerned that there was no way to alert them to an error if they mistyped the Member Number. As a result, it was modified to include the Member Last Name, coinciding with the Abbreviated Paper Version.  At present, approximately 40% of the F-7's in Florida, for example, are electronic and the use is increasing.

Attempts by National to encourage the use of this online form were met with considerable resistance, and led to a petition to then National Secretary Brown by several federations to abolish its use. This resistance peaked at the 2010 National Convention, with a Resolution to outlaw its use. This resolution was defeated.  

This online form provides a means to simultaneously notify federation officers.  The information can be directly imported into the NARFE system without key entry. 

c. Overview of Officer Roster Problems
1.   All Versions

CHAPTERS: Position codes for chapters do not differentiate between First and Second Vice President. Nor, are there provisions for Retention Officers, nor Dues Withholding Chairs.

FEDERATIONS:  There is no way to define a region and attach a regional officer to it. A federation typically has District Vice Presidents assisting chapters in a geographic area. Nor, are there provisions for Retention Officers, nor Dues Withholding Chairs.

AGE-RELATED: A handful of older Chapter Secretaries who are not comfortable on line and have lost their old paper forms are now typing up manual forms/lists of their own creation. Florida received two so far in 2011. 
2. Traditional Version

This full unabbreviated version is a source of significant data corruption. As Chapter Secretaries fill in information typically from information supplied by the Membership Chair, often from an outdated M-114 Chapter Membership Roster, the officer's current address may be replaced with outdated information.  As some Secretaries also misuse this form to change officers' current address as a favor to them, there can be transcription errors.  Possible key entry errors at National just add another layer of data corruption opportunities. 

The phase-out of its use has resulted in a significant reduction of returned mail sent to Chapter Officers, as outdated information and typos are avoided. In one instance, dues renewal mail to both a Chapter President and Secretary went astray as a result of the paper form containing outdated address information, and both memberships unintentionally lapsed.  

Also, these paper forms also result in a significant amount of key entry at National at great expense.

3. Abbreviated Paper Version

The main issue with this variation is again that costly key entry is required, and the information is generally hand written. Some such forms are on third or fourth generation photocopies of the form, making them harder to follow.  Membership numbers can be transposed, etc., causing the data entry operator to refer the form for further handling when the name and number do not match.

4. Electronic Version

The electronic version works well in its present form.  
d. Chapter Officer Roster F-7 Issues 

1.   Database Design Issues
There is no unique code for Chapter First Vice President (more later), nor the capability of having more than one membership chair (some have as many as three), and large chapters need a code to designate "zone officers/callers", persons responsible for managing a distinct membership population. Zone officers/Callers may very well play a major role in e-Chapters. As part of this, it would also be desirable for there to be a way to flag chapter members as part of a distinct zone.

Meeting Place information, although on the form, is not published. 

2. Usability Issue

The on line form is hard to work with because the Chapter President or Secretary has much unnecessary typing and scrolling. As a rule, changes in officer rosters are very limited, with only one to three changes typically occurring at any point during the yearly cycle. However, the present form requires the officer completing the form to review and select "no change" for all the others.

3. Latency Issue  

As the changes are not immediate, there is confusion resulting.  

4. Redesign Suggestions

Redesign the form to have only two "radio buttons", Change and Vacant, and provide a global no change button. Have text at the top of the form advising the submitter that if there are no changes to page down to the bottom and click on the "No Change" button.

For changes, if the user clicks on the Change button for that particular position, the displayed fields of Member Number, Last Name and First Name are blanked, and the user enters the Member Number of the new officer, the name fields are automatically populated and a "SUBMIT" button appears. On the clicking of this button, that record is updated. If more changes are needed, the user moves down the form and effects changes as needed. If "Vacant" is selected, the fields are blanked and a "SUBMIT" button appears. On clicking the button, the record is updated.

IT IS ABSOLUTELY ESSENTIAL THAT THERE BE A UNIQUELY IDENTIFIED "FIRST VICE PRESIDENT" WITH A UNIQUE POSITION CODE. There are many instances where the Chapter Presidency is vacant or unavailable and the First Vice President steps in and functions as such. The present system, where both the First and Second have the same position code and appear incorrectly in the F7 as they are sorted by member number, not their position (because they share the same position code), is frustrating to Chapter Presidents and hinders communication between chapters and federations. Who do I call when I know the President is up north/away/ill? 

There should be a subsection in the Membership Chair section where specialty sub-chairs can be inserted. A button should be added to indicate the existence of such Chairs, which, if clicked, would show three lines with space for 3 unique persons, Recruitment Officer, Retention Officer, and Dues Withholding Chair, with unique codes. For report distribution purposes, the Retention Officer would correspond to the present sole Membership Chair.

There also is needed an "Add Officer" section at the bottom, where secondary officers, usually added Vice Presidents, can be input, and later displayed for editing as needed. In this case, the position code used for Second Vice President can suffice. 

Additionally, an error in the summary panel, which is not displaying the title of the NARFE-PAC Chair needs to be corrected. 

e. Federation Officer Roster F-7A Issues
1. Database Design Issues:

Federations may have more than one Membership Chair, but there is only one code. At least three are needed: Recruitment, Retention and Dues Withholding. One, probably the retention position code, would be the default for the instances where there is only one chair.

In addition, there is a need to identify the federation districts and link them to chapters, much as with zone officers/callers for chapters, and to tie them into the district officer (position code 43). This should tie into the new reports system, so the district officers can track their district's performance.

2. Usability Issue:

The biggest flaw in the on line form F-7A is the need to scroll down and click on as many as 43 positions (Florida), when a much smaller number change at convention time. There is also no way to simply remove a code 43 position (district officer) in the event that the numbers of districts are reduced. If a district officer is replaced mid-year, updating via the F-7A is very time consuming. Clicking through 43 records to change just one is frustrating. To change one Florida district officer, you must add all 11, even if the ten others remain in office.

3. Garbage Records Issue

The on line report M-111A includes persons and positions not related to the federation. Past National officers are NOT federation officers. These should be removed from the roster. The roster for Florida includes a person resident in Maryland and another in Alabama. There is no way to remove these names presently and they are an irritant. Only Past National Presidents that are members of a Florida chapter should appear. 

4. Redesign Suggestions

Redesign the form to have only two "radio buttons", Change and Vacant, and provide a global no change button. Have text at the top of the form advising the submitter that if there are no changes to page down to the bottom and click on the "No Change" button.

For changes, if the user clicks on the Change button for that particular position, the displayed fields of Member Number, Last Name and First Name are blanked, and the user enters the Member Number of the new officer, the name fields are automatically populated and a "SUBMIT" button appears. On the clicking of this button, that record is updated. If more changes are needed, the user moves down the form and effects changes as needed. If "Vacant" is selected, the fields are blanked and a "SUBMIT" button appears. On clicking the button, the record is updated.

There should be a subsection in the Membership Chair section where specialty sub-chairs can be inserted. A button should be added to indicate the existence of such Chairs, which, if clicked, would show three lines with space for 3 unique persons, Recruitment Officer, Retention Officer, and Dues Withholding Chair, with unique codes. For report distribution purposes, the Retention Officer would correspond to the present sole Membership Chair. And, the Retention Chair code would be the default code for those federations with only one membership officer.

Before the district officer section (at the bottom of the on line form presently), there should be a button labeled CHANGE DISTRICTS-IF NEEDED which would take the submitting officer to a district creation/maintenance module.

This district maintenance module needs to be created to identify chapters affected. This module would permit the Federation Officer to define/add/remove districts and assign chapters in the state to that district.  This would be a two way process. The officer creates one or more district codes (numbers are two-digit numerical in sequential order). After creating the code, the officer is presented with a screen listing all chapters in the state with a blank field for the district code. Each chapter should be updated individually, not in bulk, as a safety measure. Once input, the district ID is populated. IF A DISTRICT IS ELIMINATED, the district ID would appear as INVALID until the chapter is reassigned. 

This district facility permits the federation and National to really "drill down" on membership changes. SINCE CHAPTERS HAVE NO CENTRAL POINT, this district field provides a focus tool. This field should be used for grouping in the reports replacing the M-114, etc.  After the CHANGE DISTRICT button, there would appear a district officer update section.

District officers need to be listed by their district and be individually updateable in the same manner as other officers. It should be required that a district be defined before a district officer can be input. 

f. E-Mail Addresses

1. Current Situation

The NARFE data base contains only about 65,000 e-mail addresses for a membership of approximately 300,000 members, or about 20% of the membership.  The NARFE membership’s benefits are being unfairly targeted in the Congress and this will probably get worse when the FY 2012 budget process begins.  To be effective, NARFE needs 70% of the members represented on e-mail. Depending on the area of the country, actual retired member e-mail coverage is between 50 and 70% in NIAC’s judgement.  Coverage for active Federal employees approaches 100% and these members generally use e-mail much more than the retired population.    

Chapters by and large keep separate e-mail address files and they are more complete than National’s regarding e-mail addresses.    
2. Near Term Action Needed

National needs to go on a publicity campaign to explain to members that their e-mail address is very important in the current environment for fast response to the Congress when necessary.  Active Federal employees generally supply their e-mail as a matter of routine whereas retired Federal employees tend to protect their e-mail addresses in the interest of privacy, which is not really a valid concern.  Members need to be told how to update their e-mail addresses on-line and that to do so they will have needed to supply their date of birth (DOB) to access their records – this is a privacy concern and many members do not have DOBs on file.  
Federations need to provide guidance to chapter officers on how to identify members who do not have e-mail addresses on file using the on-line or paper M-114 report.  Next they need to advise the chapters on how to obtain the e-mail address from the members.  Postcards and letters do not work.  Members need to be called and the need for their e-mail address needs to be explained to them.  NIAC experience is that virtually all members will give up their e-mail address if they have one.

g. Telephone Numbers

1. Current Situation

Many of the telephone numbers on file are outdated due to telephone exchange changes, member moves, and shifts to cell phones instead of land lines.  Many members do not have e-mail nor telephone numbers on file.  In the absence of e-mail addresses, “robo calling” is the only alternative.
2. Near Term Action Needed

Federations need to give guidance to their chapter officers on how to look up telephone numbers based on member addresses.  This is very important for those members who do not have e-mail addresses.  Federations need to provide the guidance for the chapters to identify those who have telephone numbers but no e-mail address, and those who have neither using the paper or on-line M-114.  This is very labor intensive, but if the workload is spread out, it will work.  In all probability, chapter Membership Chairpersons will have to update the National data base via e-mail.  National will also experience increased workload.
VI. MEMBERSHIP SYSTEMS PROCESSING

a. Current Situation  

1.   NARFE Headquarters
NARFE Headquarters sends out a number of financial and membership reports to Region VPs, federations, and chapters.  Two of the most important reports are the M-112 and the M-114.  There are many more statistical summary reports sent out to the Region VPs and federations so they can track membership retention and recruiting, among other things such as financial data reporting.
The M-112 is a monthly report of all changes in an individual’s membership data as of the end of the month and is available online or in paper form.  It is sent to federations who generally retrieve it online but there are a few mailings.  These have been very expensive in the past but the cost has been reduced considerably as they use the online capability.  Most chapters still receive this in paper form, which is costly to NARFE, and a smaller number, usually the larger chapters, retrieve it online.  
The M-114 is a report of all members of NARFE as of a particular point in time, usually by the tenth of the month after the quarter in which it is due.  It is available quarterly online and semi-annually in paper forms.  With 300,000 members, it can be quite voluminous to mail out.  Federations generally obtain this report online, but most chapters still receive it in paper form.
NARFE has established a policy that organizations that need the paper reports will have to pay for them.  As more and more organizations drop the need for paper reports, NARFE HQ costs will be saved in paper, labor, printers, and printer supplies and chapter costs will go back down.  However, recruiting and retention, the main strategic objectives, will be negatively impacted by higher costs to the chapters who elect to receive the reports and no reports for those who do not want to pay for them.  The latter category will probably be the predominant one.

It is therefore imperative that the Short Term enhancements to the NARFE IT cover the gap in the lack of reports with an easy and cost-effective way to do it through improved technology, advance publicity, and a little training. 
2. Region VPs

a. Obtaining Useful Information
The Region Vice Presidents need to be able to aggregate membership statistics for their Federations, Area/District VPs (AVPs/DVPs), and Chapters.  As it stands now, if a Region VP wants to know what is going on in his or her region, they need to download each chapter report personally (or have someone do it for them) and then consolidate.  To properly exercise leadership to foster recruiting and retention, a Region VP needs to know where to focus his or her time.  Currently they spend more time figuring out who needs help than they spend providing support and encouragement.  They need better information to be more involved in helping the chapters.  

b. Chapter Activity Report, M-112 

Other than using the report as it is, when the Excel file is downloaded, the “Action” field is modified to sort into a logical order. This is done by changing the data in the fields to a standard list of data elements they can use. After all this administrative work is accomplished, it is possible to sort the information so that “Members Dropped,” Reinstatements,” “Non-Payment,” and “New Members” so that the Region VPs can track and provide Federation Officers and AVPs/DVPs with the information they need to promote recruiting and retention in the federations and chapters that most need their help.

c. Membership Summary Report, M-110 

The M-110 is a useful report but it needs to be cut down in volume by eliminating blank lines.  The Region VPs need to have the associated federations and AVPs/DVPs identified by adding the appropriate Federation, Area/District number to each chapter.  Too much manual labor is currently needed to make the report useful.  
d. Monthly Chapter Activity Report, M-112S 

The M-112S has the same volume problem with blank lines that the M-110 has. One problem with the M-112S is that if there’s no activity on the M-112 for a chapter, then that chapter is not included on the M-112S.  
In summary, Region VPs need to have access to membership data that is consolidated by federation, Area/District, and chapter.  As it is, the data is not consolidated and requires too much administrative work to make it useful.
3. Federations
Federation Presidents experience the same problems with the reports that the regions experience but at a lower level.

4. Chapters

a. Chapter Activity Report, M-112 

Generally the way in which the M-112 Report is used depends on the size of the chapter.  Small chapters typically get a paper mailing and receive the previous month’s M-112 by the middle of the next month.  Some medium sized chapters get paper and others download the M-112 online.  Large chapters almost all use the online M-112.  The M-112 does not give the chapter its current membership.  The use of the M-112 data elements by chapter size follows.
1)  Small Chapters


a)  They need to know their new members so they can be contacted and welcomed in the chapter.  A new member on the report may be categorized as:

· New Members

· 1 Year Special
· 2 Year Special
· Cur Fed Employees,” “New Members (Credit Union)
· Cur Fed Employees - New Members (1yr)
· Cur Fed Employees - New Members (2yr)
· Cur Fed Employees - New Members (3yr)
· Members Transferred From Another Chapter Or LSA
· Surviving Spouse

This understandably complicates the extraction of the data for the chapter’s purposes when a “New Member” only designation would be much clearer when they want to develop a call or mail list.

b)  Chapters need to know the members who passed away during the past month so the Sunshine Committee, or similar types of committees, can write or call family members to express sympathy or advise them of their NARFE Service Officer contact.  This is clear, but sometimes the membership is converted to “Deceased Members Transferring Membership to Spouse.”  The spouse would need to be contacted as a “New Member.”  There is no record showing of the name of the member who passed away.  Without some research, chapters lose historical information on their members who passed away during the year.

c)  Chapters need to develop call lists for “Members Who Were Dropped” or “Voluntary Cancellations” so they can be contacted to encourage them to renew.  Sometimes there are people on the list as “Dropped” but have actually paid because the “Expiration Date” on the member is current.  That data element is updated by the Financial System and would not be seen in the chapter until the M-114 comes two to six months later.  Because of the lag time of the M-112, members shown as “Dropped” may actually have paid their dues.  Understandably, callers are embarrassed when a member says they are current and also waste their time (and National’s) checking to see if the member is current with his or her dues.


d)  A chapter needs to know their “New Prospective Members” so they can be contacted and recruited.  This already clear on the report 
Small chapters are generally not interested in “Members Transferred Out,” “Reinstatements,” “National Life Members Restored to Voting Status,” “Members Sent A Second Renewal Notice,” or “Payment Status Changes.”
In summary, small chapters struggle with the M-112 Report, are fairly outspoken about the difficulty in using it, and most are not willing to put in the effort to use it for effective recruiting and retention efforts.  The chapters need to manually do the arithmetic on the M-112 and update their tally sheets to get their current membership counts each month.  Instead of the M-112 Report they receive now as shown in Figure VI-1, the report needs to be simplified for them.
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Figure VI-1
2)  Medium Sized Chapters

The medium sized chapters that receive paper M-112 reports have the same problems as the small chapters, but the problems are amplified because of the greater volume of entries on the reports.  Many Membership Chairpersons are overwhelmed.   In many cases, the chapters maintain separate address lists for Newsletters and update them from the M-112.  Similar lists for e-mail addresses or telephone trees may also be maintained.
The medium sized chapters that use the online M-112 typically use the Microsoft Excel downloadable file to sort and distribute the data to the volunteers in the chapters who need the data.  Typically they will separate “New Members,” “Members Who Have Passed Away,” and “Prospective Members” and then e-mail them to the chapter volunteers who need the information.  
In summary, medium sized chapters have much more difficulty managing chapter Membership with paper than small chapters due to volume of actions each month.  The medium sized chapters who use the online M-112 do much better by sorting transactions for use by the volunteers, but spend a good deal of administrative time working with the automated file manipulation.  The chapters still need to manually do the arithmetic on the M-112 and update their tally sheets or spread sheets to get their total membership.

3)  Large Chapters

The preponderance of the large chapters use the online system to manage their chapter membership activities in conjunction with local data base management systems or spreadsheets.  They do so in varying degrees of complexity, but it will be helpful to understand what a large chapter does to fully automate their chapter using National’s online M-112 data.

A fully automated chapter will write the software to update their master data base (originally established from the M-114 data to be discussed later) with the most recent 
M-112 data.  The update programs need to be complex and must update in a specific sequence so that duplicate member identification number transactions on the M-112 do not overwrite each other.  Next the chapter uses the A-220 Accounting Report to update the “Expiration Date” on the membership data.  This eliminates the problem of calling members who have already paid their dues to the extent that those who pay in the current month are not recorded.  When this update is done, the chapter has current data on every member as of the end of the previous month.  Paper chapters get this information every six months and online chapters that do not update, are current every three months.  

On the output side, the fully automated chapter typically will:

· Produce calling trees associated with specific callers (e.g. possibly by ZIP Code) to call “Dropped Members” and record the content of the contact so a follow-up call or action, such as mailing a renewal form, can be taken;  
· Create a monthly and year-to-date “Members Who Have Passed Away” list for the Sunshine Committee and later for the federation to use in their Memorial Service every year;  

· Use e-mail addresses and e-mail merge software to send a notice to members that the Newsletter is now on the web-site, with a link to the Newsletter in the e-mail;

· Produce mailing labels, excluding those members who receive their Newsletters electronically, to send to the printer so they can be embedded in the address portion of the Newsletter for U.S. postal Service mailing.
· Generate automated letters and/or call lists to “Prospective Members;”
· Provide a current membership count as of the end of the previous month.  Paper or partially automated chapters can only get that data every six or three months, respectively;

· Produce on-demand master lists of members to Chapter Officers and Board Members.  This eliminates the need for an M-114 Report discussed in the next section.
In summary, a large chapter cannot operate with paper and will spend an inordinate amount of time manipulating large files of data without some degree of sophisticated information processing.  Chapters that have implemented fairly comprehensive management systems using Microsoft Works, SQL, Microsoft Access, dBase IV, and others have invested a lot of time to get an efficient system in their chapter.  Success usually depends on someone with fairly comprehensive IT skills.    

The Reports Management Administrative Forum (RMAF) that has been in existence for several years has been trying to use their experience and development expertise to get a common NARFE Chapter System that can be used by all.  To date, little progress has been made, mostly due to the complexity of setting up such a system.  To their credit, the problems in using the “As Is” NARFE system architecture have been elevated by the RMAF to the point that the National Executive Board recognizes that change is needed.  
b. Semi-Annual Membership Roster Report, M-114 

This report provides a full list of chapter members and includes the membership total to date.  It is produced quarterly online and semi-annually on paper.  

1)  Small Chapters

The majority of these chapters receives the information on paper and uses it in the chapter to get information on particular members.  The Membership Chair and the President usually keep a dog-eared copy for six months at a time.  At best the information is one month old; at worst it is six months old.  

          2)  Medium Sized Chapters

Most of these chapters can get their lists quarterly through the online system.  While better than semi-annually, quarterly data is not really timely enough to run chapter operations effectively.
3)   Large Chapters

Most of the large chapters manage their membership information such that they have detailed membership data on a monthly basis.  They do this by updating their current data with applicable changes from the M-112.  Fully automated chapters do not need the M-114 inasmuch as they generate one for themselves on a monthly basis.  Almost all of these chapters use the online M-114 to audit their data bases every quarter.  

c. Newsletters
The best way for chapters to communicate with their members is to send out Newsletters about chapter activities, State legislation, National legislation, and other items of interest.  The smaller chapters issue paper newsletters infrequently because of the work involved in generating the Newsletter, getting labels, printing the Newsletter, affixing labels and stamps, and having the budget to do it.  Large chapters do it well with automated mailing labels sent to printers, using bulk mail permits and the like.

Communicating directly with the membership is essential for retention and needs to be improved at the chapter level.  There is currently too much delay in current mailing addresses and E-Mail addresses.  There needs to be better tools to facilitate this communication in a timelier manner. 

d. Reporting Changes

Chapters large and small receive changes of street address, telephone number, and e-mail address from members often.  Although the officers advise the member that they can do it online or call National, they opt for letting the chapter do it because “it is easier.” 
In summary, this needs to be made easier for the chapter to do.  The large fully automated chapters do not really mind as all they do is mark the record for the change and send it to Membership at National periodically.  Then it is manually updated at National – doubling the data entry workload.
5. NARFE Members
a. Receiving Information

The members receive information from federations usually by e-mail and newsletters.  The federations are generally dissatisfied with the scarcity of e-mail addresses that may vary between 10% and 50%.  Area VPs/DVPs usually work in the same manner.  Information is transmitted by the chapters in many different ways including telephone trees, e-mail, USPS letters, newsletters, chapter meetings, and personal visits.  Chapters too are hampered by the lack of e-mail addresses and even more so by missing telephone numbers. 

b. Submitting Changes

Members can make changes to their NARFE records by sending written changes to NARFE Headquarters through the mail, e-mail, telephone, or online access.  Online access is hampered by a logon procedure that requires Member ID and Date of Birth, which causes the most problems.  If you try to update your membership data online and your Date of Birth is not on file at NARFE HQ, the error message “You didn't enter the birthdate listed for ID# DD-MMM-YYYY ...or Member Id# NNNNNNN does not exist” appears on the next screen.  When one joins NARFE, the Date of Birth is required on the Membership Application, but many members are reluctant to provide it without knowing what it is for.      
b. Short Term
1. Regions
The Region Vice Presidents need an easy way to view and evaluate federation performance to understand where they need to increase the recruiting, retention, and communication efforts.  A simple change to the sort sequence (Region/Federation/AVP or DVP/Chapter) and subtotaling of the existing M-110 Membership Summary Report and the M-112S Monthly Chapter Activity Report would resolve the complaints by the Regions and reduce their administrative workload.   
Implementation of a table that has a unique index, Chapter Number, could be established to show its relation to the AVP or DVP, federation, and Region.  This table would then drive the sort sequence to give the management organizations valuable data with no manual intervention as they experience now.  

A sample of how the organization table would look is shown in Figure VI-2 below.  One would add, change or delete a chapter.  Maintenance of this table should be left to the federations, not chapters.  There would be a unique record for each chapter.
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                                      Figure VI-2
A sample of how the resulting report could look is shown in Figure VI-3 below.  The membership data used in this test involved multiple regions, states, districts, and chapters.  The individual membership data was derived from a Virginia chapter because it was readily available.  
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                                  Figure VI-3
2. Federations

The federations experience the same problems that the regions do but a different level.  Fixing the sort sequence to the region reports would take care of the federations.
3. Chapters

a. Existing M-112/M-114

Many chapters use their own data base management systems to manage the activities of the chapter such as mailing labels, call lists, summary reports and the like.  The reports need to remain for those chapters.

b. Simplified Reports

i. M-112

Instead of using the M-112 Report each month, chapters will have the option of clicking a button on a menu that will extract information from the M-112 and put it in a usable format.  The options will include:

· New Members.  This will list the New Members for the month regardless of source (New Members, Transfers In, OPM, Active, etc.) sorted by ZIP Code (important for large chapters) and Last Name and include Name, Street Address 1, Street Address 2, City, State, ZIP, Telephone Number, and E-mail address.  This report will enable the chapters to contact their New Members and welcome them to the chapter.  
· Passed Away.  This will list any members who passed away during the month so the Sunshine Committee and/or the Service Officers can send sympathy cards or contact family members if necessary.

· Call List.  This will list the chapter members who have been “Dropped” from the chapter by National for non-payment of dues.  The list will include Name, Street Address 1, Street Address 2, City, State, ZIP, Telephone Number, and E-mail address.  This will provide the Membership Committee with a convenient list of members to call or otherwise contact personally in order to retain them in the chapter.  Providing an easy way for Chapter Membership to perform this activity will have a positive effect on retention.

· Prospective Members.  This will list the Name, Street Address 1, Street Address 2, City, State, ZIP, Telephone Number, and E-mail address for the chapter’s prospective members provided by National on the M-112.  This will provide an easy way for the chapter to get a Call List for prospects and have a positive effect on recruiting.  
Figure VI-4 below shows what the simplified M-112 process could look like.  Pressing the right button would yield Dropped Members, for example, so the responsible chapter member could start making the retention calls.  The Sunshine Committee Chair would click on the Passed Away button and express condolences and offer help.
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                                        Figure VI-4
ii. M-114

The Quarterly and Semi-Annual M-114 reports will no longer be needed.  Instead, the chapters will have the capability of obtaining their membership data in near real time.  The Membership data base resides on an Oracle server at ISI, National’s support contractor and is connected to National via a high speed dedicated (T-1) line.  Internet access to ISI is prohibited for security reasons.  With the installation of a new SQL server at National, the Membership data can be updated in near real time and can be accessed by regions, federations, and chapters.  
For the first time, CURRENT membership information will be available outside NARFE National, which should result in reduced calls to HQ staff, reduced mailing errors, and an online backup.

Chapters will have the option of clicking a button on a menu that will extract information from the on line Membership data and put it in a usable format.  The options will include:

· Mailing Labels.  This button will give the regions, federations, and chapters the ability to download “One Up,” “Three Up,” or “Excel Spreadsheet” mailing labels.  The next prompt will give them the option of eliminating labels for members with e-mail addresses on file.

· E-Mail Addresses.  Provide “Text” or “Excel Spreadsheet” of e-mail addresses.

· Master List.  Provide a master listing in “PDF” or “Excel Spreadsheet” format of the current membership.  In addition to contact information it will include Membership ID, Dues Category (not the code), Expiration Date, Type of Membership (not the code), and Voting Member (Y or N). 
· Membership Count.  Show regions, federations, and chapters their current membership, voting and non-voting. 

iii. Management Tools

Chapters need the ability to update membership data online similar to the way members can do it.  Presently members try to do it online and wind up calling the chapter or National with their changes.  This implementation would reduce workload on National and chapters.

Two chapter hot buttons to produce a sample letters for recruiting and retention, respectively, will save a lot of chapter administrative time – one letter for 1,100 chapters. 
4. Members
Members currently have the capability of updating their own information online.  Alternatively, they can call, write, or e-mail National.  Many simply tell the Chapter Membership Chair to submit changes for them.  Time and resources permitting, updating chapter member data by authorized federation or chapter officials would save time and effort at both the local and National levels.

Members need to be encouraged to submit their e-mail addresses to National so they can receive the latest legislative initiatives and be able to correspond with the State and Local Members of Congress concerning critical issues that impact their current benefits.   

5. Overview of Short Term Solution
The general concept of the short term solution is depicted in Figure VI-5 below.  Essentially it involves extraction of monthly chapter activity reports using a simplified user access interface and providing all organizations with essentially real time access to their membership data base.  The changes will require the purchase of two additional servers in the NARFE IT organization who will do the programming in-house.  The returns on this investment could be quite high because the administrative workloads on the field organizations will be reduced significantly this enabling them to work on Recruiting and Retention.  The ready access to current telephone numbers, street addresses, and most importantly, e-mail addresses will do much to support the communications needed to support the Legislative agenda.     
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                                                  Figure VI-5
c. Future 
The 21st Century NARFE information technology architecture depends upon recruiting, retention, and dues to be viable.  If membership continues to decline, there is only so much in dues that can be extracted from members in a dying organization.  

The 21st Century system should be a commercially available enterprise package tailored towards an organization that revolves around membership that is robust and flexible enough to work around a hierarchical organizational structure.  It must include accounting, banking, membership dues collection and dissemination as part of the integrated package.  
The system should incorporate online member updates by individual members and region, federation, and chapter authorized officials.  Performance measures for regions, federations, and chapters need to be available in tabular and graphic form so that successful and under-performing organization can be recognized and improved, respectively.  

Information dissemination to the membership should be accomplished via web site as it is currently being done as well as WWW Seminars on Legislation, Recruiting, Retention, and Training.  Social software such as Facebook and MySpace can be used to disseminate and solicit information and recommendations to make the organization more effective and relevant.  

Officials traveling around the States and Counties should only do so when face to face contact is mandatory.  There should be collaboration software such as Ezenia’s InfoWorkSpace at the high end or GoToMeeting on the low end should be the primary option for conducting a meeting.  These offer collaboration using cameras on participants, headsets for listening, and microphones as well as interactive document viewing and editing.  In these high end systems, Microsoft Excel spreadsheets and Word documents can be updated simultaneously with participants working on different paragraphs of sections of the document(s) being discussed.  Bylaws, budgets, news releases and the like can be collaboratively developed and approved.  Briefings can be held in virtual auditoriums and meetings can be conducted in virtual meeting rooms using virtual file cabinets containing working documents that are kept until no longer needed.  This could probably be accomplished sooner rather than later by reallocating federation travel funds.        

VII. FINANCIAL SYSTEMS PROCESSING

a. Current Situation  

NARFE's financial operations are managed well with the assistance of an older version of Microsoft Navision, which is used for financial management; general ledger, payables, receivables, inventory, payroll, analytical accounting, fixed assets, and cash flow, in addition to performing bank reconciliations and managing collections. It is totally integrated with Microsoft Office solutions, with almost infinite data analytics and export capabilities.  Any inquiry result can be cut and pasted into Excel, Word, etc.  NAVision has excellent fund accounting capabilities. NARFE has four funds, three of which are in active use.  The version in use presently by NARFE is not fully an "ERP (Enterprise Resource Planning)" system. It is lacking either a full "EDI (Electronic Data Interchange)" or preferably the more modern XML (Extensible Markup Language) protocol.  
The income, mainly from member dues, is received for the most part via payments to a lockbox and via our database vendor.  These lockbox receipts are deposited to NARFE's account and cash is transmitted daily to NARFE's account and reconciled monthly. The daily lockbox receipts are posted manually to the General Ledger after data is checked for integrity. Variant items received at the lockbox are processed manually at National. Because of time zone issues, there are minor differences between the cash receipts and posting detail.  Dues checks are also received by mail and in person.  As members can make mistakes, such as omitting their member number, transposed numbers, etc., these reconciliations, performed daily, are vital. 
Payments from automated payments via our database vendor, ISI, are transmitted to NARFE electronically and paper reports are provided by ISI. There are minor variations between actual payments and dues renewals over the course of the month due to credit card chargebacks, members' key entry errors, etc. These are reconciled daily. 
NARFE also receives income from advertising and from affinity-marketing program vendors. The billings and payments are managed via the Accounts Receivable module. In addition, there is interest income, which is booked from reports provided by our investment advisors.

There are 6 categories of income: membership (75%), advertising (5 categories), investment, royalties, fund raising, and "other".  There is also Convention Income.  The individual processes are described below:

· There is segregation of duties in the Treasury function to prevent one person from being able to misreport to the harm of NARFE. 
· Chapters and federations are paid for their share of dues after Membership closes the month end. The lockbox is verified versus ISI information (reconciliation). The amounts due are determined and the information is fed to the Payments Journal, which, in turn creates the Automated Clearing House file and transmitted while checks are printed for those units  not receiving payments electronically. 
· A verification file is prepared and transmitted to Bank of America ensuring that check amounts cannot be altered.
· Payroll data is entered by a senior staffer not in Treasury into the payroll module of Navision, which feeds into the General Ledger and payment systems. 
· Investments are managed by three brokerages: Smith, Barney; Wells Fargo Advisors and Vanguard. Treasury Bills, if any are directly recorded in Navision. These investments are reconciled monthly. Smith, Barney manages the investments belonging to the Life Membership Trust Fund. Wells Fargo manages the Contingency Fund.
· Accounts Payable processes chapter and federation dues and payment to vendors.  Most vendor payments originate with a Purchase Order entered into Navision. When an invoice is received and approved, it is set up for payment.  There are also utility bills, and payroll taxes due.
· Most payments are through automated clearing houses, with manual checks being fewer. There are typically 600 manual checks a month consisting of 400 chapters paid manually plus 200 other vendors and state taxing authorities.  It should be noted that Region Vice Presidents are "employees" for taxation purposes, so Payroll reporting and taxation is not limited to the three jurisdictions in the local metropolitan area.
· Check images are reconciled monthly using Navision.

b. Short Term
The current version of NAVision is Microsoft Dynamics NAV 2009, which is truly an ERP. This version does include EDI. However, even the 2009 version lacks investment portfolio management.  Since EDI may not be feasible for many of NARFE's business partners, the only benefit to an upgrade may be a more sophisticated Human Resources module.   If most of our partners are EDI-capable, then the reduction in paper-handling would be MAYBE a major benefit. Electronic Purchase Orders, electronic payments, etc., would reduce paper management and eliminate duplicate keying, such as occurs with having to produce a Purchase Order, Warehouse Receipt, Invoice and Check Payment all requiring keystrokes.  The caveat is that NARFE's vendors are varied and most involve services, making any cost savings from EDI minimal.  Such an upgrade will not directly improve legislative, recruiting, nor retention functions in NARFE and will probably not be affordable in the short term.
c. Future 

NARFE's financial operations are handled very well with a slightly out-of-date financial reporting package. However, the costs of upgrading to more comprehensive software may not be justified.  More at issue is dealing with paper, but again, the cost benefit ratio may be unfavorable.  If sufficient revenues are generated through increased retention and recruiting, a comprehensive upgrade may lead to more efficient operations and a small reduction in accounting staff.  
VIII. NARFE INTERNET ARCHITECTURE 
a. Current Situation

Status of Current Operations 
1. Equipment

The equipment available and other information on the IT Department may be found in Attachment 1, Department of Information Technology.   It appears that the necessary equipment is available to provide an adequate of service for the current functions.  
2. Staff

Staff and staffing levels seem adequate for the current level of service but a significant amount of effort is devoted other Headquarters staff support functions.  
3. Architecture

The basic architecture of the website is adequate but needs additional resources to migrate to a more inclusive design.  Finding information on the website is difficult for chapter and federation officer trying to locate specific resources.  While NARFE has made steps to include social media in its list of tools more could be done.  
.   
b. Short Term

There should be one-click access from the Home Page to Region, Federation, District, Area/District and Chapter reports and updating.   



c. Long Term


The NARFE website would be a better recruiting tool if more of it were public, where it could serve to attract visitors; then draw them into participating in the forthcoming interactive features of the website by joining NARFE. Why hide one of the best recruiting tools that we have? 

The NARFE website would be greatly enhanced by a Website Usability Study. A visitor would not normally seek On Line Forms under a "Leadership" tab. Navigation is a serious issue. 

Interactive features, such as blogs, chats, etc., should be added to permit interaction with members. The use of trained volunteer members to moderate blogs and chats, etc. would be invaluable. AOL got its start through a similar approach. We have 300,000 members. Let's use some of them.





IX.   SYSTEMS INTEGRATION AND IMPLEMENTATION 
a. Business Intelligence (BI)
In the world of business today, Business Intelligence (BI) represents the tools and systems that play a key role in the strategic process of the organization. These systems allow a company to gather, store, access and analyze various types of data to aid in decision-making. In NARFE’s case, the system being described would handle the full-range of membership data and also provide part of the system for managing and manipulating financial data.  Outside of these basic activities, a NARFE system would also be able to employ analytics which utilize membership data for various statistics, including membership recruitment and member retention.
Most organizations collect a large amount of data from their operations. To keep track of that information, an organization would need to use a wide variety of software programs, most of which would be utilized as database applications. These applications would provide data such as the chapter membership rosters, change in membership and the host of reports that NARFE now issues for its members. However, using multiple software programs makes it difficult to update and retrieve information in a timely manner and to perform analysis of the data. What NARFE needs in an integrated enterprise-wide system.
b. Enterprise Solutions to BI

Another term used in the business world today is “enterprise computing”. This term refers to the mission-critical systems on which an organization depends. An “enterprise solution” identifies common problem domains within an organization and provides a shared infrastructure or architecture as a solution for those identified problems. 
Take the case of activities in the federations and chapters. The differences in cultures and locations should not come in the way of identifying the common ground realities, such as membership and financial information. Looking at NARFE from an enterprise perspective means abstracting away from irrelevant differences in the way the federations and chapters function and instead approaching the organization that is NARFE from common ground.
Applying the enterprise approach to design and development of software or selection of the appropriate vendor-supplied software architecture, an enterprise system provides the proper abstractions for organizational concepts that remain constant across NARFE. This allows these concepts to be shared by all of NARFE from headquarters down to the chapter level. 
In this Internet age, enterprise systems can share the organizational concepts with others outside the organization. This is another reason why enterprise solutions are in high demand among organizations these days.

c. Requirements for Enterprise Systems
1.  An enterprise system must avoid incorporating proprietary components, that is, it must be platform and database independent. Organizations should not impose any sort of technical requirements on vendors or clients. It also helps to integrate new components into the system as technology evolves as time goes by. It is not possible to integrate new technological advancements into closed, proprietary components.  
2.  An enterprise system must be capable of supporting personalized user experience that is being made possible in many forms, such as, internationalization, localization, accessibility, personalization and customization. These requirements become feasible by designing user interfaces which can display content tailored to the language, experience and cultural norms of the user interacting with the system. This also means that developing client-side supporting tools will enable users with disabilities to access software applications. Finally, an enterprise system needs to be able to study the way users interact with it so that it can better support each user’s unique mode of interaction.
3.  An enterprise system must be the authoritative, shared source for the business concepts it represents. All applications using concepts common across the organization, should reference the objects that represent those concepts from the shared system. This means that any given concept has an authoritative location that is transparent to the client from which it can be referenced.
d. Security for Enterprise Systems

An enterprise system contains many resources that can be accessed by many types of users. Sensitive information often has to travel on unprotected open networks, such as the Internet. This open environment forces every enterprise to design the relevant security requirements, specific mechanisms and infrastructure to meet the real threat. Although the quality assurances and implementation details vary, all enterprises have to share some or all of the following characteristics:

1. Authentication: The means by which communicating entities prove to one another that they are acting on behalf of specific entities.

2. Access control for sensitive resources: The means by which interactions with vital resources are limited to collections of users or programs for the purpose of enforcing integrity, confidentiality or availability constraints.

3. Data integrity: The means used to prove that information could not have been tampered with by any third party. That is, a recipient of data sent over an open network must be able to check whether the data gets manipulated on its journey.

4. Data privacy: The means used to ensure that information is made available only to users who are authorized to access it.

5. Non-repudiation: The means used to prove that a user performed some transaction such that the user cannot deny it later.

6. Auditing: The means use to capture a tamper-resistant record of security related events for the purpose of being able to evaluate the effectiveness of security policies and mechanisms.

e. NARFE’s Current IT Architecture

NARFE currently uses the services of a vendor to provide the software (services) it needs to perform current operations and manipulation of NARFE membership records and financial services. The question from a systems integration and implementation (application) standpoint is whether the current system in use can be realistically and effectively re-engineered to provide a more robust and useable system by all of the various offices in NARFE, which include Headquarters personnel, Regional VPs, Federations, Federation District VPs and Chapters.

Disparate technologies are more a norm than the exception in most organizations. The first task is to look within NARFE at the investments that have been made over time. Technology investments related to database technologies, integration technologies and reporting toolsets need to be catalogued. This has taken place at the first meeting of the NIAC at NARFE headquarters in Alexandria.

f. Organizational Fit

The next step is to identify user needs in terms of what database technology is utilized in NARFE. At the outset, it must be understood that although needs may be quickly identified and gathered, the process of selecting the appropriate database architecture must be carefully made. It must also be realized that both paper and electronic data will likely exist side-by-side in NARFE, for a time. Whether or not the reporting tools already in place have delivered what was intended, people have likely grown accustomed to using them.

Whether to contract out the IT needs of NARFE or to try and manage them in-house brings along its own special set of questions, especially about cost. Although a new system is desirable, what can NARFE initiate to both improve the management of data and how does NARFE do that on a cost-effective basis.

One other premise needs to be kept in mind when looking at a useful system for NARFE and this is the question of whether or not the system that is selected may be updated. In the IT world, changes are coming rapidly and it is conceivable that a system that is visualized at the current time could easily become less desirable as time goes by and new systems come on the market.

The proper data architecture is extremely important because it is the foundation on which information delivery is built. To help manage the impact of the architecture selection, a technology blueprint is needed. This explains the role of the different constructs and how each of them can help a particular strategic initiative.  Three things, at a minimum, need to be kept in mind:

1. Remember how you got here, including organizational preferences and existing technology investments.
2. Be mindful of organizational and personal preferences as well as impact decisions may have on jobs and careers.
3. Be sure IT leadership possesses a deeper understanding of the business strategy and current industry-wide strategic trends. 

g. Summary

An effective and robust Information Technology (IT) system would characteristically be able to handle any query based on a catalogue of information that may be accessed by a particular reference (chapter number, member number or associated information). If a system is to be successfully used, it must at once be robust and intuitive, in order to eliminate any moderate to high level of training. In addition, such a system must also be able to handle financial recordkeeping and manipulation of financial records. 

Data input to such a system becomes paramount to the system’s success, in both keeping valuable information confidential and assuring that the information is both accurate and timely. 

X. CONCLUSIONS 
· Financial System

· The financial system was reviewed and found to be fundamentally sound.  
· The IT organization does not have sufficient funds available to operate at peak efficiency.  As an example, they have been running on office automation equipment that is over 10 years old.   
· IT Architecture & Reports

· The IT Architecture is adequate for the current functionality but additional functionality is needed to improve retention and recruitment.  The exception is that workstations and servers will need to be upgraded.

· The current reporting system is based upon large multi-purpose reports, which many members find confusing.

· The current reports are produced at different times so that data is sometimes different.  For example, one report may show an individual as dropped while a later shows them as renewed.

· Currently, data that is sent to the National Headquarters has already been entered by members, regions, federations, and chapters, and is then re-entered at National. 
· A member who passed away in a given month with a surviving spouse taking over the membership, currently loses his or her identity in the system.

·  F-7/F7A reporting is somewhat confusing, with different versions and often a need to send them to both federation and national.

· Some members feel that their requests for changes to the IT systems are ignored.  We do not think that the requests are really ignored, but there needs to be a transparent process to allow members to track requested changes.

· Retention & Recruiting Efforts

· While some chapters are very active in recruiting and retention, some are not.  
· NARFE organizations find the reports complex, difficult to use, and not designed for the end-user.
· There is a need for training at the chapter level.

· Communications

· NARFE Magazine is widely read

· GEMS is limited by the number of email addresses available.  We note that some members provide an email address to a chapter or federation and request that it not be provided to the national headquarters. 
· GEMS messages are generally long and not to the point.  More simplified communications are needed.
· Federation and chapter newsletters are very important.
· NARFE web presence on Facebook, blogs, and the like need to be kept current or not done at all.

· Provide better access to NARFE information for non-members for recruiting and legislative information.
· INTERNET

· Some people find the current national web site to be confusing. 

· Security for accessing data is directly tied to the organizational structure.  The result is that chapter presidents often delegate computer related activities to members by providing them with their personal log on information.

· The National database does not have information on the birth data of many members.  This is important because it is used for logging in to the system.

· NARFE has limited exposure in the social media area at the national level.  There appears to be two Facebook pages for NARFE at the National level.  

· There is no consistency in how chapters and federations refer to themselves.  Some chapters use a chapter name while others use the chapter number.

· Some federations have developed sophisticated systems for managing the data from reports.
· Training

· In addition to the national web site, many federations and chapters also have their own sites.  Some of these are hosted by the national site.  

XI. RECOMMENDATIONS 
· General
These recommendations are in priority order.  However, once an IT Configuration Management Board is established, then that board would be responsible for prioritization of IT efforts.  The short term recommendations are geared toward a few high level goals.  We need to make the NARFE IT infrastructure:
· Simple - Make the activities that support recruitment and retention as simple as possible.

· Online - Move from a monthly report based system to an online system.

· Streamlined - Eliminate the need for separate federation or chapter systems.

· Efficient – The maintenance of data should be accomplished at the lowest level possible.

· Training
The implementation of any new system requires training.  We hope that the new reports and web pages will be largely intuitive.  We do know that some training will be required.  This will be especially true in those chapters that have been less active than others in recruitment and retention.  In an effort to reduce travel costs we suggest that training be done online whenever possible.

·   Training material should be developed for each new report.  The material should describe:

·    How to access the report

· How to read the report

· What to do with the report.  As an example, training material for a dropped member report may suggest that a personal telephone call is the best way to contact someone on that report.

· Short Term

· Create an IT Configuration Management Board.

· Functions

· Manage change requests.

· Prioritize IT projects.

· Provide continuity for multi-year efforts.

· Provide transparency to the process.

· In order to minimize travel and promote new lines of communication, the board will conduct the bulk of their meetings online.

· Create a separate database for use in making membership information available online.  This has been discussed with the IT staff at headquarters.  Additional hardware and software is being procured to accomplish this.

· Create new web pages for chapter and federation reports.

· The new web pages should be designed so that they can be reached within two or three clicks.

· The new web pages should be designed so that they can be bookmarked.  This means that someone can access them directly.

· Move away from large multi-purpose reports to functional online reports.  This will make retention and recruitment activities simpler.
· Prospective member list

· Dropped member list

· New member list

· Deceased member list

· Membership directories

· Mailing labels

· E-mail addresses
· It is mandatory that the M-112 transaction processing be modified to either establish a new Member ID for a deceased member whose membership has been taken over by a surviving spouse, or assign a different Member ID to the surviving spouse.
· Automate the current NARFE Chapter Officer Roster (F-7) process so that data can be updated online.
· Provide chapters with the ability to create notices for retention and recruitment purposes.

· Provide for feedback from the new online reports to be updated online.

· Provide separate web pages and specialized reports for the regions.

· Link federations and regions within the database(s).

· There should be a national policy to encourage online meetings.  This would mean that software would need to be procured for NARFE at the national level and then training provided in how to use the online meetings.

· There should be a decision at the national level regarding INTERNET sites for federation and chapters.  Some chapters use the national site for hosting but others use one of the many free or inexpensive hosting sites.

· There should be a decision at the national level regarding security.  Access to the national site is determined by organizational structure while member ID and birth date is used for authentication.  

· Long Term 
·      The major long term recommendation is to look at integrated packages.  This would take care of all aspects of the organization.  However, such a package could be expensive and would need revenue from increased.  

· To implement the long term solution sooner rather than later, some consideration should be given to reducing federation and National travel budgets through the introduction of low cost collaborative software.  This would enable the leadership at all levels to conduct meetings and information briefings with computers and headsets regardless of geographic location within a few months.    

· There should be a long term look into the training functions within NARFE.  The goal should be to provide the maximum amount of training online.  This training should include such things as Webinars, frequently asked questions (FAQs) and blogs. 
APPENDIX 1 – Dept of Information Technology
The Department of Information Technology Report prepared by Mr. Fred Hamidzada, January 17, 2011, is attached as a separate document file “Department of Information Technology, January 17, 2011.PDF”
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