MEMBERSHIP MANAGEMENT PROBLEMS SYNTHESIS
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Background/General registration and members info 

In October 2004, 753 members were shown in the HIC-GS online database;

each of them should have a personal folder with code and name, classified by country and by region, enclosing application form, institutional documents, fees payments receipt and a logbook displaying all relevant information, as application date, Board approval, main events, contacts registration with GS, data changes, participation in GA or any HIC activities, publications...
Problem: 

1/3 of the members has, indeed, a personal folder containing poor information, sometimes an old fashion style application form (89 of 774 members), sometimes the Constitution is included (5 of 774), when payment is done, a receipt might be included (52 of 774). Another third of members has a personal folder, with nothing in it. The last third has no folder at all.

Suggestion:

Check each case, one by one and compare information displayed in folder and in the database, contact the member and require additional info, when there is any contact info. In the case there is none, ask the FP to get in touch and provide contact data. In the case the FP does not show reaction or do not provide GS with the required info, on December 31st 2005, the member will be classified in a separate "recessive" database, until he pops-up and can eventually be transferred in the online database again.

Problem: 

Some approved members are not registered on database and have no folder, which leads to confusion, as for instance the case of DW Angola confirming the assistance of a representative in POA GA and was not registered, being a member for more than 10 years. In these particular cases, the only reference is the FP word. Other case is the manifest vanishing of Housing People of Zimbabwe from the database, HPZ which representative was an Electoral Committee member in the 2005 AA elections… 

Suggestion:
No solution: lost cases if they do not pop-up… 

Problem:

The database personal shows a lack of info as Board approval (before 9/2004), contacts data, emails.

All members shown a code, this means that they all have been approved, but it is not the case (see various mails from J. Schechla referring to a "bloody mess"). Some applicants were given the regular codes, some members were not analyzed, somewhere not approved, and everybody has code.  From 774 registers, 121 have approval dates registered. .

Suggestion:

Check every Board Meetings minutes and annexes, when they exists and compare with each member register, adding the missing dates and replacing the HIC codes by another classification system showing there are no trace of approval. Eventually change the status “To Be Confirmed”.

Members internal classification: status

Problem:

Membership management system still suffers a lack of typology: who should be considered as active  -criteria assigned depends on the Structure-, which name should wear the ex-members, paid-up members. 

The only clear status are: “not-approved”, “ requested” and “with right to vote”.
Suggestion:

Brainstorming could be organized with all Structures, in order to find out a clear definition concept for every status.
Members internal classification: regions

Problem:
MENA region do not have any “formal/institutional” existence. 

Some regions are geographically defined, some are linguistically linked. 

Where should members from Iraq or Afghanistan be classified ?

Should North Africa be classified by a geographical frontier, cultural  or a linguistic-based concept?
Suggestion: 

HIC board could study and define the region concept.
Members internal classification: networks

Problem:

HIC membership is different of Networks membership.

A lot of HIC applicants and members do not apply to Networks, maybe because they are not well informed, or because they do not identify the networks benefit (HLRN: 98 of 774, WAS: 48 of 774, HSEN: 16 of 774).

Suggestion: 

Networks information can be diffused through Il Postino

Termination of Membership:

Problem:

This year, two members have clearly required the termination of their membership.

There is no clear guideline in the procedure to be followed.

Suggestion:

Board has to take decision to define a clear membership termination procedure.

Updating Information 

Problem:

In December 2005, all registered members have been sent their ID and access code, to correct and add data. Some members (212 of 774) have accessed the online system. Others have contacted GS to send S.O.S. and complains saying that the system is not working. It might have been true in some cases, but generally the problem was due to the fact that the ID is the member's code, for instance: XXXMO001, and it is difficult to discriminate the letter "O" from the number "0", mistake which enables the access to the database.

Solution:

Sometimes, they just do not understand how to proceed. A mail was sent to the member requiring assistance explaining the step-by-step procedure and giving his codes again, with a call to discriminate "O" from "0". Every case treated has been solved, but members do not always send SOS, they just abandon the fight and form remains out-of-date.  

Suggestion:

Organize a new mailing with language discrimination to all members clearly showing the access procedure, requesting them to update data.

Problem:  

Some members had updated info and it was impossible to determinate whom and when.

Solution: 

An automatically generated message is now sent to GS informing that there has been a change in a member form, showing a link, which allows direct access to it.

Problem:

Nevertheless, it is still not possible to visualize the corrections without comparing with the former form. 

Suggestion:

Improve the visualization control by a color system ?  

Problem:

The link "logo upload file" is not working

The link "Institutions attach constitution file / individuals attach CV file upload field" is not working

Suggestion:

Technical solution to be found ....

Applications / Online applications
Online application procedure has been improved lately with an automatically generated message sent to GS informing that an application has been made, showing a link, which allows a direct access to it. Every day, more applications are done with this system (22 postulations were made online by applicants or by GS)  

Problem:

Nevertheless when there is an error or a lack in the form filling, it is not possible to correct it directly. It is indispensable to access the management system to make corrections.  This situation leads to another Problem:  The access to general list is extremely slow 

Suggestion:

Technical solution please ...

Problem:

Many countries are not displayed in the online form, whenever an applicant or GS is applying and the country is not shown in the display, the country field remains empty. Each case requires a requirement from GS to Marcelo Jimenez to load a new country. 

Suggestion:

Load all the world countries in the country field.

Problem:

Whenever all the "multiple choices" requirements are not filled, the system does not allow saving or posting the form.

Suggestion:

The system should allow saving/posting the form even though the form is not totally filled, as incomplete info is better than no info at all.

Problem:

Some fields as "Fax" field is not displayed in the form after posting the changes

Suggestion:

Technical solution please.

Applications / HIC Form

Problem:

HIC Form still shows differences with the online application form,  so when GS has to load data, some fields remain empty, -as the network application case-, some incomplete -as the relation with other actor type-. The fields are not always identical, for instance.  In the Interest Areas of HIC Work, the paper form shows 7 items alternatives and 3 columns and the online one, 6 items and 4 columns. All these details make the online form does different from the member reality: what happens if the applicant shows a high interest in Housing Finance Working Group, when it is not displayed in the online form ?

Suggestion:

Synchronization of both forms.    

Il Postino

Il Postino mailing list allows massive diffusion with a minima procedure, but all communication has to be displayed in the 3 main languages, in order to be read by the widest range of members.

Problem:

Translation takes time and delay postings. 

Because messages are displayed in 3 languages, they are long (although there is a maximum amount of words allowed) and boring to read.

Suggestion:

Create three separate mailing lists linked to languages discrimination.

Problem:

GS had problems to mail through Il Postino, related to the server and our accounts.

Suggestion:

Technical solution

Problem:

Not all the members are subscribed to Il Postino.

Suggestion:  

Compare listing provided by Il Postino with database email contact info and add the missing members. 

Focal Points and Networks

Focal Points and network are indispensable to membership management as they represent the mail direct contact and are the communication media locally. They should manage their own members listings, collect fees, provides GS with members data and listings, promote membership applications, as well as help in the HIC communications, in order to perform as real Networking structures.

Problem:

Concrete communication problems avoid a fluid  relation, in some case it is due to a language problem, in others a poor technological (Internet, mail, Skype, MSN)  access represents an obstacle.

Some of them concretely perform as Focal Point or Network, some do not –fact that would need a clear evaluation as it could be perceived as a lack of engagement or poor self-requirement.

In spite of multiple requests to provide GS with info, in some cases there is no way to obtain concrete answers or reactions.

There is no role and responsibilities definition. 

There are no evaluations of the Structures performance, neither auto-evaluations.

There is no membership info feedback to GS apart from the annual report to be presented at the Board.

Every structure works in a decentralized way, following his timetable, availability and cultural pattern, which are, in a way, a great value, but in another hand, do no serve the Coalition's network interests.

Suggestion: 

A Rights and Responsibilities Chart could be elaborated and sent to all Structures, on the base of by-laws, in order to inform them with the Coalition requirements. The same document should be sent to all eligible members before elections.

An annual FP evaluation could be realized by HIC Board or by the members of the regions, in order to upgrade performance.

Problem:

HIC secular history malfunctions has damaged the members’ well disposition towards the Coalition and eventually towards GS. This leads to a lack of motivation in the duties (see the particular case of Anglophone Africa elections).  

Suggestion:

A direct conversation with encouragement might revert the damages and stimulate the FP . 

An occasional financial support or refund could be provided for specific actions as Elections organization, as FP may have a manifest and concrete lack of funds.

Problem: 

HIC Structures and GS do not have regular meetings in order to evaluate and improve membership matters. There is no info feed back.

Suggestion:  

Organize a monthly meeting through multiconference system, although the polyglot realities and the time zones might represent concrete obstacles.

Invite all Structure representatives to Santiago once a year to elaborate a global membership management strategy.

Problem:

FP do not always redirect members to Membership coordinator and contact are delayed by tracing mails that were send to other accounts.

Suggestion:

Persistence…

Dues/Banks

Each member should pay the corresponding membership dues, not only to have right to vote and be voted, but as a contribution to the Coalition strengthening.

Problem:

Members do not pay for multiple reasons, lack of funds, they are not interested in voting, no one collect dues (Structures).  They are not well informed about payment procedure and fees amounts.

Suggestion:

A marketing campaign promoting benefits for dues payment could be launched.

Fees payment could be required at the HIC applicants when the organization has completed the whole application procedure, before Board revision.

A HIC “corporative present” could be delivered as a donation when payment is done: mouse pad, diploma, seeds, calendar, etc.

Problem: 

Bank charges are sometimes higher than the annual fees.

GS do not have direct access to California Commerce Bank account and do not receive Bank statements, all info has to be requested to HIC-AL accountant and represents delayed and informal procedure. 

CCB info regarding payments are incomplete. A lot of “unidentified deposits” are shown.  

Solution:

A PayPal online account has been created and do not generate high bank charges for the member, although it is restricted to credit cards holders who can access Internet.

Suggestion: 

A Rabo Bank account has been opened in the Netherlands, in order to progressively stop using CCB account. As Rabo Bank has branches in the main USA cities, it might be possible to wire-transfer or deposit in a USA branch office or through their online payment system. To be checked.

No suggestion can be found for the “unidentified deposits”.   

Problem: 

Members require a major information concerning payments. They are not well informed about bank procedure and fees amounts.

Suggestion: 

A monthly reminder with payment procedure and sliding scale can be automatically generated through Il Postino.

Problem:

HIC structures are not always methodical and organized to collect and deliver the fees, generating confusion in the dues management and accounting.

Suggestion:

Train the Structure by providing materials as bank procedures, funds management sheets samples to be filled, etc.

Accounting matters

Problem:

HIC-GS had no accounting system, in spite of funds management through 2 bank accounts, 1 online payment system and 3 “petty cash” (caja chica) in €, US$ and pesos.

Solution: 

An accounting computerized program has been created, allowing an effective management of GS funds, clean reports emission. 

Problem: 

Although the system is working, it needs improvements, as well as I do….

Suggestion: 

Corrections and modifications should be done in function of Accounting needs.

Accountability training should be given to membership coordinator.

Listings / Reports and Informs requests

Problem:

Listings, reports and informs require time, dedication and availability to be seriously elaborated. They are often requested for “yesterday” and have to be delivered urgently for being considered as a priority. This leads to a poor work in term of quality and quantity, made under pressure and stress. 

Suggestion:

The membership coordinator deserving a little dose of empathy, a better schedule organization in informs, reports and listings requirements would allow a better mental and physical health, and therefore an upgraded work.
(
PAGE  
8
MB, HIC-GS, Santiago, 02-09-2005

