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Modernization Challenge

The Evangelical Alliance Mission is a missions 
agency that assists churches to send missionaries 
to work in evangelism, church planting, community 
development, healthcare, education, social justice, 
business as mission and many other areas worldwide. 
With more than 575 TEAM missionaries and staff 
in more than 35 countries, the organization faced 
several issues as it continued to grow and expand on 
its mission:

• Inadequate Legacy Functionality: TEAM was  
working with outdated technology at the center  
of the organization architecture.

• Complex Customized Configuration: Over the 
years, their existing system had been extensively 
customized to the point that required upgrades 
could no longer be made.

• Multiple Toolsets: The Mobilization team was  
using a different solution than the rest of TEAM  
and it was not an easily customized solution.

• A Short Timeline: With a large, diverse organization 
actively using the core system on a daily basis, a long 
implementation time was not possible. Any changes 
would need to happen quickly with little downtime.

It was clear that the technology that had been serving 
TEAM was no longer helping them achieve their 
mission, and was even starting to prevent them from 
working together as they needed. With the modern 
technology options available, they knew there had 
to be a more effective solution, and turned to Heller 
Consulting for help. After working together to define 
requirements and strategic goals, TEAM and Heller 
created an implementation plan to bring TEAM’s first 
program onto Salesforce. In sequence, TEAM and 
Heller documented a CRM Roadmap to outline future 
Salesforce adoption and implementation phases.

“It has been a pleasure to work  
with an organization that did not 

struggle to learn how we work  
and has the technical expertise  

to help us take advantage of the 
best of current technology.”

Taking steps toward a 
CRM vision, and away 
from inefficient legacy 
systems

Elmer Lorenz
Director of Operations / CIO
TEAM
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accurately reproduced, optimized, and streamlined to 
ensure a smooth transition to the new system.

As part of their standard process Heller also created 
detailed documentation on the new system so that 
existing and future staff would have a clear outline to 
how it was structured, and as a reference for future 
phases.

Advanced Communications

With tools for the Mobilization team in place, 
Heller’s next step was to integrate more advanced 
communication tools for the organization. First, 
Heller implemented Salesforce for Outlook into 
TEAM’s email system to allow for organization 
communications to be integrated directly into 
the Salesforce data. This allows for greatly 
simplified tracking and documentation of case and 
communication management, and allows staff to 
spend more time interacting with their constituents, 
and less time recording interactions. 

The Heller team has worked with these tools within 
nonprofit organizations for years, and has developed 
a methodical implementation and testing process 
that made short work of the task. 

Getting Started

TEAM needed to replace their legacy system but 
shutting everything down to implement changes 
was not an option. Heller worked with the TEAM 
staff to structure an efficient phased approach 
that would allow for a controlled and segmented 
implementation causing the least disruption possible. 
The phased plan would allow concentrated work to 
be completed on specific operational areas, and then 
quickly integrated with the core system as they are 
ready. This would also allow TEAM to replace the most 
urgent systems and processes first, and address the 
remaining parts of the legacy system in turn.

While more complex than the commonly used 
teardown-and-rebuild approach, Heller’s team has 
been utilizing this process for many years and has 
established a clear methodology to keep each phase 
on schedule and in line with the rest. This approach 
also allows for adjustments to the CRM roadmap as 
the organization discovers the power and capabilities 
of their new systems.

Working Together as a Team

The first phase of the pilot implementation was to 
develop an application management process in NPSP 
for the Mobilization team and customizing it to serve 
their unique needs. By working closely with TEAM’s 
internal resources and project team, the combined 
group was able to complete this detailed project in 
only six weeks. Heller made sure to implement the 
tools and processes necessary for the Mobilization 
team to achieve their goals, while building a system 
that leveraged the core Salesforce platform’s 
efficiency and extensibility.

A clear challenge of building the new system 
was to understand the underlying business and 
organizational process that the legacy customizations 
were intended to achieve. TEAM and Heller 
coordinated extensively to make sure that all the 
necessary reports, functionality, and processes were 
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Strategically Moving Forward

Now the NPSP tools are implemented for the 
Mobilization team and the stage is set for TEAM to 
bring Advancement and other departments into 
the fold. As each department is integrated the 
organization will have access to the information 
they need to complete their tasks, evaluate the 
effectiveness of their coordinated efforts, and make 
more informed decisions on what to do next.

They are also working with Heller to investigate 
and identify other units and processes that will be 
able to leverage the power of the platform, with the 
Advancement and Fundraising departments being 
the first considerations. 

For More Information

For this project Heller was able to combine their 
extensive experience and technical skill as well as 
their deep understanding of the strategic needs of 
a nonprofit organization to create a sophisticated 
and effective solution. For more information on 
this project or others, please contact us. From 
streamlining and optimizations to full system and 
strategy implementations, Heller can help your 
organization become more efficient and effective  
at delivering on your mission.

Contact us today.
510-841-4222 x153
info@teamheller.com

Heller’s experienced team of nonprofit experts  
has a clear method for helping help you  
determine your organization’s needs, and then  
can work with to you to create the right solutions 
built on proven technology and strategies. 
We specialize in software and strategies that are 
designed to work flexibly with your organization,  
and we work across full system life cycle:

• CRM (Constituent Relationship Management) 
Roadmaps and Strategy Planning

• Software Evaluation and Selection

• Business Process Streamlining  
and Documentation

• Data Migration and Consolidation

• Product Training and End-user Education

• Full and Phased CRM Implementations

• Online, digital and web-based creative

• Campaign and organization-wide strategic  
and implementation services

Our staff has worked on the front lines of 
nonprofits around the country, and we understand 
how communication, fundraising and mission 
management software is used on a daily basis. 
Let us help your organization make the most of  
your technology investment. Find out more about  
our team and what we can do for you at:

www.TeamHeller.com


