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Camp Morasha Initial Technology Assessment Case Study
Camp Morasha – a camp new to the JCamp 180 camps program and mentoring services –agreed to pilot an Initial Technology Assessment with the Technology Program earlier in 2008. Morasha has limited experience with organized fundraising and alumni outreach efforts, but is eager to learn. We have completed the initial phase of the Initial Technology Assessment. This case study describes Camp Morasha’s experiences with the Initial Technology Assessment and what the JCamp 180 Technology Program has learned from this effort.
Please contact your Mentor or the Technology Program team if you are interested in taking advantage of this service.

TOP
What is an Initial Technology Assessment?
The JCamp 180Technology Program is offering a new service for camps participating in the JCamp 180 camps program: an Initial Technology Assessment. Basically, it is a process of working with a camp/organization and their Mentor to understand their current state and future vision in alumni outreach and fundraising, and then prepare a plan to move towards that future vision. The Initial Technology Assessment will focus on using technology to reach those goals, but will be informed largely by the overall goals and plans that the camp/organization has set for alumni outreach and fundraising with their Mentor.
The Initial Technology Assessment consists of an initial meeting with all key members of the camp/organization team involved in alumni outreach and fundraising including the Camp Director, Development Director, Alumni Coordinator, Alumni and/or Fundraising Board chair, and any other staff or volunteers that have been or will be involved with the organization’s fundraising and alumni outreach efforts. If there is a particular volunteer or staff member focused on the organization’s technology and/or website, that person should also be involved.

The initial meeting consists of a discussion about the organization’s current state, focusing on fundraising, alumni outreach, technology, and data management. This discussion will also draw out current and expected obstacles and constraints, as well as long-term goals in these areas. A questionnaire is provided before this meeting to allow everyone at the camp to begin considering these questions and to offer their insights and thoughts.
Next, the JCamp 180 Technology Program staff, working closely with the Mentor, will prepare an Initial Technology Assessment report that documents the organization’s current state, obstacles, and goals. In addition, it specifies the next steps to begin moving towards the more high-level goals and vision. Next steps are clarified and tasks are assigned a person responsible and a due date.

Finally, various benchmarking meetings are set to check the progress with respect to both the short-term next steps and the long-term goals.
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What is Camp Morasha?
Camp Morasha has a long history of providing a quality Jewish overnight camp experience to their core camper demographic – the Modern Orthodox Zionist community. Camp Morasha is located in the Poconos of Pennsylvania; their winter office is located in Brooklyn, New York. The camp has signed on to work with JCamp 180 to improve their processes and more strategically plan for the future. The camp hopes to leverage their core competencies to overcome obstacles and reach their goals of continuing to improve the camp experience and building community/connectedness with former campers as well. The camp has been in existence for over 40 years.
Camp Morasha has very little fundraising experience and culture. However, a strong Director, Board Chair, and effective staff offer hope to successfully reach their fundraising and outreach goals.
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What was expected of Camp Morasha throughout this process?

In general, the commitment by Camp Morasha staff was not very time-consuming for the Initial Technology Assessment effort. More important was 1) a commitment to being open-minded and considering options; 2) being involved in our conversations and promising to follow through on tasks, and 3) continuing to work closely with their Mentor to work all technology tasks/goals into their overall plans and vision for Camp Morasha.
That said, we held a four hour meeting with all key staff leaders and the board chairman to kick off the effort. We have also held two additional 30 minute benchmarking conversations with a smaller, more focused group. Finally, two members of the team have spent approximately four or five hours each designing an alumni registration page, considering options for tracking registrations, and implementing the page. Their Alumni Coordinator also spent a large portion of her time over the summer reaching out to the camp alumni community in various ways.
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What was Camp Morasha’s Status at the Beginning of the Process?

Before this process, Camp Morasha had little fundraising and alumni outreach experience. They had never run a large, publicized fundraising campaign. They have never had a staff person focused on development efforts or alumni outreach.

The limited donations that have been given to Camp Morasha are stored in a simple Excel spreadsheet. There is no other gift management technology available at Camp Morasha at this time. No separate alumni data had been stored at Camp Morasha in any format, and there was no formal process for gathering updated alumni contact information.
Camp Morasha has held some small alumni events in the past with little success. With technology changes (Camper Registration systems have changed multiple times) and no dedicated resources devoted to the process, they have not been able to consistently store and update alumni contact information. Some electronic camper contact information is available. Many more years of data is available in hardcopy format.
Camp Morasha staff members believe they have a large number of interested alumni who would get involved if contacted consistently. They have a trove of historical camp photos they can utilize. They also believe that over 400 married couples have met at Camp Morasha, so many will have highly emotional ties to the camp.

Their Alumni Coordinator was hired in early 2008 on a part-time basis to begin the process of preparing and growing the Camp Morasha alumni list. She is excited about the process has taken up the challenge!
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What are Camp Morasha’s Key Obstacles?

The main obstacles facing Camp Morasha in these areas are:

1. Camp Morasha’s lack of updated alumni contact information

2. The historical lack of resource availability to collect and manage alumni contact information and rebuild community and connectedness with alumni
3. Lack of expertise in alumni outreach tools and techniques. For example: data cleaning techniques, using social networking sites to build community online, preparing an alumni section of the camp website, etc.

4. Lack of a full-time development director to manage fundraising campaigns and maintain historical gift data

5. Lack of institutional fundraising experience and expertise
6. Fundraising and alumni outreach efforts are not a focus of the camp; these efforts have not been woven into the fabric of the day-to-day operations. In fact, the culture of the camp and its community doesn’t currently consider fully the need for the camp to raise money; there is a misconception about Camp Morasha’s funding and fiscal health, including perceived, but non-existent, affiliation and support from Yeshiva University. And a large portion of the community has many costs for sending their children to day schools and camp, residing in close proximity to synagogue, and preparing a kosher diet, as well as commitments to other Tzedakah in their community, and may not have extra money for donations. Many simply don’t feel that the camp asking for money is appropriate.

7. Lack of fundraising technology

8. No alumni or fundraising board committees
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What Are Camp Morasha’s Goals?
Fundraising

Camp Morasha is still in the process of defining their fundraising campaigns, so they have no specific campaign goals at this time. However, the camp does have some particular financial needs:
· Repay a $1.3 Million note (required to resolve mandatory EPA improvements); $11,000/month payment currently

· Camp Morasha requires approximately $125,000/year in capital improvements; the amount has been even higher recently due to various issues and projects
· Camp Morasha offers $100,000/year in scholarships currently; may want to offer more, if possible. For example, children from Israel, lower income children, etc.

· Build an additional pool near the boy’s campus

· Build an indoor hockey court (with overhang or “bubble”)
· Build a new dedicated Synagogue

· Build a new administrative building

· Build a new Infirmary
· Replace/redesign dining room
· Winterize portions of the camp for year-round retreats and family/youth programs

Alumni Outreach

Camp Morasha doesn’t have any specific goals in the number of alumni they would like to get back in touch with. Starting with basically zero records, they simply want to collect as much contact information as possible and begin to reenergize the alumni community with communication and events.
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What is Camp Morasha’s Long-Term Vision?
The following long-term items make up Camp Morasha’s vision in these areas:

1. Maintain consistent, up to date electronic alumni contact lists
a. Existing information should be located and entered electronically

b. Ongoing processes for gathering up to date alumni data should be implemented. This includes implementing an alumni registration form on their website, promoting this section of the website with camp memories/pictures on various messageboards directed to the camp demographic, including questions about alumni on camper registration forms, and beginning to build online community with their alumni using social networking sites and other tools/techniques.

2. Build community and connectedness with their alumni

a. Prepare regular eNewsletters/newsletters to keep alumni up to date with camp news and updates

b. Build a camp presence online, including an alumni section of the camp website and social networking sites

c. Hold alumni events

d. Involve alumni more directly in the camp community through volunteer opportunities and camp visits

3. Track donor data consistently

a. As Camp Morasha begins a more focused fundraising effort, gift data must be meticulously tracked and merged with alumni data for consistent data management.

b. Contact information must also be tracked and linked with the appropriate constituent.

4. Implement a robust donor/gift management system to track all donors and alumni and gifts, process acknowledgements and pledges, and maintain all contact history with key constituents.

a. The specific technology is yet to be determined.
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What Steps has Camp Morasha Taken to Reach Their Goals/Vision?

Camp Morasha has already made some tangible steps towards their goals. These include:
· Voted to hire a development director focused on fundraising and outreach efforts; they hope to have someone in place Fall 2008.

· Created and promoted an alumni registration form using Wufoo.com. Eventually this form will be integrated into a new alumni section of the website, but they decided to begin reconnecting with the alumni community while decisions regarding the website are determined.
· Created a process for collecting alumni information and welcoming alumni to the Camp Morasha online alumni community.

· Began looking into Social Networking Sites and how Camp Morasha can utilize them to reach out to their alumni and build community. Reviewed existing grassroots-led Camp Morasha Facebook groups.

· Located some historical electronic camper registration data. Still needs to extract and update the data within.
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What’s Next for Camp Morasha?

Upcoming next steps include:

· Creating a new alumni section on the Camp Morasha website and promoting it to attract updated alumni contact information. This will include posting old pictures from camp and directing people to the website from various messageboards that cater to the camp community.

· Exploring Social Networking Sites. The Alumni Coordinator will learn more about the communities available and listen to what the Camp Morasha Facebook groups are talking about and interested in.

· Considering Data Cleaning Services. Historical camper registration data may be updated using various services that can find current address information from data as much as 20 years old.

· Promoting the planned alumni portion of the website to current parents. With the assumption that many campers’ parents are alumni of Camp Morasha, cards with information about the alumni portion of the website will be shared when parents visit camp.

· Requesting alumni data during the camper registration process. Questions will be added to the camper registration forms to ascertain if a parent of a future camper is an alumnus. If so, their contact information will be captured during this process and added to the alumni data.
· Considering an eNewsletter to build connectedness. Once Camp Morasha has a large number of alumni email addresses, eNewsletters could begin the building of community/connectedness with alumni.
· Reviewing fundraising/donor management technology. When Camp Morasha has collected a good deal of data and has determined their fundraising processes and procedures, they can better determine which fundraising/donor management tool is right for them.
TOP
What lessons has JCamp 180 learned from this pilot Initial Technology Assessment?

We have learned a lot about what does and doesn’t work while undertaking this Initial Technology Assessment process with Camp Morasha. Some of these lessons are detailed here:

1. Working directly with the Mentor – in this case Sara Schley – regarding the camp’s fundraising and alumni outreach efforts makes for a very organic effort integrated with the camp’s work and improvements overall. The integration ensured that the technical aspects of the effort were not silo’d separately from the goals and efforts of the camp overall. Their plan incorporates the goals set for fundraising and alumni outreach.
2. Beginning this process at the start of Camp Morasha’s work with JCamp 180 was ideal. Camp staff was just beginning to review their own fundraising and alumni outreach goals and could consider technology as part of that process. The Initial Technology Assessment can work at any time during the camp’s process – there are always ways to improve – but the earlier in the goal-setting and visioning process, the more impact and integration the camp is likely to have.
3. Camp resources must be committed to the process and open to ideas. Like all camp staff, the Camp Morasha staff is very busy. However, they took the time to meet with us and keep us posted of status during the first couple of months of this process. Key camp staff members must be committed to the process to make it as successful as possible.

4. That said, JCamp 180 staff must consider resource availability and calendar timing to give camp staff the best opportunity to be committed to the process. There are a lot of action steps that will be required soon after the initial meeting, so the first meeting should not be scheduled just before camp. The availability of the Camp Morasha staff was reduced significantly as camp season approached. Beginning the process in the Fall, Winter, or Early Spring is preferred. If a Late Spring start is the only option, there must be at least one resource (Development Director, Alumni Coordinator, etc.) whose schedule will not be highly curtailed as camp season approaches and begins.

5. When gathering information from Alumni, consider requesting the following information:

a. Did you meet your spouse at camp? Morasha staff believes that Camp Morasha has – as a positive side effect – acted as a match maker for many happy alumni couples. Other camps probably have a similar history. This is information that can help capture emotional connectedness to the camp.

b. Did you (or your children) receive financial assistance when you attended camp? Although Camp Morasha has not at this time asked this question, it may help to focus scholarship campaigns in the future.
6. It is helpful to review a Camp’s “reach” on the internet before beginning the process. Camps are often surprised at the information and community that already exists online, especially on social networking sites like Facebook, MySpace, Ning.com, and YouTube. Screenshots of these sites, the camp’s website, camp wikipedia page (if it exists), searches on Google, Technorati, & Bloglines, etc. may help the camp understand some of these concepts and show 1) that they already have an internet presence, like it or not & 2) how these sites can reach out to their community.

7. We included vision/future goals into the template to track the Initial Technology Assessment effort, not just a focus on next steps. It was clear during the process that a longer view was crucial to determine the logical next steps to take to eventually reach their goals.

8. It is important to accentuate the positive as well as the areas where the camp can grow and improve. Every camp has some base of excellence that should be considered. For example, at a minimum, every camp has a large number of alumni that was served well as campers and has positive memories of their experiences at the camp.

9. We discovered that the JCamp 180 Technology Program can improve its knowledge and expertise in a couple of key areas. For example, we need to be better informed about tools available to create a simple registration form for collecting Alumni data. Some examples include CampAlumni.com, Google Spreadsheets, and Wufoo.com.
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