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Session Outline

01 02 03

Where We Started Our Process NaviCu® p2s Platform
Struggled with trying to We determined the way to get Wanted to be able to use this for
understand the root cause of a the time to dig deep without all projects, not just major
client’s issue after a short hurting the bottom line was to engagements.

meeting. charge clients for it.




Session Outline

04 05 06

NaviCu® Discovery Portal NaviCu® Tracker What We've Learned & Tips
Making the Discovery and How this has extended into What have we learned

Scope steps more efficient while  managing development timeline  throughout this journey and
exposing clients to some of the & scheduling, testing, training, what we would do differently.

technologies we use. and client communication.
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Where We Started

Defining our process




Where We Started

Our “Un-Process” Process
- For 20 years we had been in the SAAS, vertical market business

- Short intro meeting with a client
- They would describe what they saw as the problem
- We would provide them an estimate and limited specification documentation

- Move forward with development



Where We Started

Issues With This Process

- They didn't always KNOW what the problem was
- Symptom of something greater
- Estimates may not be accurate
- Difficult to dig deep into problems and pain points without TIME

- How do you get that time without hurting the bottom line?
- Undefined and different every time - not replicable
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Our Process

Recruiting Pro “Version 1"



Discovery Kick-off Development Planning

Testing Review Changes Delivery Client Portal

THE COMPETITIVE EDGE




Our Process

Improvement from before

Focus was on initial, major engagements

Breaking out Discovery and Scope (legally & process
Linear process

Used document templates for data collection from the
client for workflows and features

Client Portal focussed primarily on project budget
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this template to describe the various key processes or workflows for the Workflows listed on the Functionality

Workflow Title

(Example)
Add a ne

Purpose
o]

Who (dependent on security level if necessary)
o]

Frequency (hourly, daily, weekly, as needed)
o]

Prerequisites

o]
Bullet point summary or narrative description (note: please focus on your ideal steps for this workflow, not
necessarily how the workflow is executed is currently)

1.

w user to the system
Purpose
o To add a new user to the system
Who
Claris Engage staff with proper credentials
Frequency
As needed, approximately 5x per quarter
Prerequisites
None
Bullet point summary or narrative description
1. Select the add user button
Enter the user name
System checks for duplicate users
New user is added to the system
Prompt to enter required fields and related data, if applicable
Complete new user add process

CEUF AN

Workflow Category: Add / Edit Data
Workflow 1 Name

Purpose

Whoo(dependent on security level if necessary)

Freqouency (hourly, daily, weekly, as needed)

Prequuisites

BuII:l point summary or narrative description (note: please focus on your ideal steps for this workflow, not
nect:ssarily how it is currently)

Workflow 2 Title

Page10of 7 1534 words

Purpose
o]

Who (dependent on security level if necessary)
o]

Frequency (hourly, daily, weekly, as needed)

8886 characters [X English (United States)

CJ con

Prerequisites

[s]
Bullet point summary or narrative description (note: please focus on your ideal steps for f
necessarily how it is currently)

1.

Workflow 3 Title

Purpose
a
Who (dependent on security level if necessary)

[s]
Frequency (hourly, daily, weekly, as needed)
(o]
Prerequisites
o
Bullet point summary or narrative description (note: please focus on your ideal steps for f
necessarily how it is currently)
1.

Workflow 4 Title

Purpose
(o]
Who (dependent on security level if necessary)

Q
Frequency (hourly, daily, weekly, as needed)
a
Prerequisites
a
Bullet point summary or narrative description (note: please focus on your ideal steps for t
necessarily how it is currently)
1.

Workflow 5 Title

Purpose
(o}
Who (dependent on security level if necessary)

Q

Frequency (hourly, daily, weekly, as needed)
a

Prerequisites

a
Bullet point summary or narrative description (note: please focus on your ideal steps for f
necessarily how it is currently)

1.

Workflow 6 Title

Purpose
a
Who (dependent on security level if necessary)

[e]
Frequency (hourly, daily, weekly, as needed)
o
Prerequisites
a
Bullet point summary or narrative description (note: please focus on your ideal steps for t
necessarily how it is currently)
1.

Workflow 7 Title

ViacBook Pro

Purpose
o

Il
(1

Focus £2Y
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NaviCu® p2s Platform

Version 2: Iteration & Scalability
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Your Custom Business Solution Partners

Discovery

Kick-off

Review

Changes

B

Support

Q
O

Letter of Engagement - NaviCu® Game Plan

Information gathering, via meetings & online portal, to determine the overall
goals, features, and workflows related to the business problem. Includes a
process review and tools “audit” when necessary.

The first meeting after the contract is signed where we will review the project
objectives, timeline, and schedule review meetings.

Regular meetings with the client to evaluate the most recent development,
refine and adjust project needs.

Ongoing evaluation and prioritization of features which are critical to the
overall success of the project.

On-demand technical and development support enabling the solution to grow
and adapt with the business.

NaviCu . NaviCu® p2s Platform

Scope

Analysis of the Discovery information to design a solution for the business
problem. The NaviCu® Game Plan defines key elements such as layout
mockups, investment estimate & timeline, and serves as the “blueprint” for the
potential project.

Development

Utilizing platforms and tools such as Claris FileMaker, web, iOS, Android, and
Tableau while also integrating with other systems to build innovative solutions.
NaviCu verification that the solution reflects the NaviCu® Game Plan.

Testing

@ Client verification and approval that the solution reflects the NaviCu® Game
Plan.

Launch

g Data cleanup & import, training, installation, and deployment to the production
server. Hosting services available, as needed.

NaviCu
Tracker

Central location for feature requests, bug tracking, testing status, and budget
: status.




NaviCu® p2s Platform

What we learned from “Version 1"

- Had focused on major engagements - wanted to apply this to smaller
projects as well

- The process is iterative
- Didn't address what happens AFTER launch, foster long-term relationships
- Moved to a multi-server environment
- Smaller changes
- |Internal testing during development
- Changes in verbiage
- Delivery = Launch



A

y

NaviCu® Discovery Portal

Efficiency in Data Acquisition



NaviCu® Discovery Portal

More in-depth workflows and features

Can have multiple stakeholders involved

ADbility to collaborate and comment on each others' work
Efficient data acquisition

Expose clients to some of the technologies we use

Ability to gather and export information from our backend
operations file to produce the NaviCu® Game Plan

NAVICU

® DASHBOARD
USER
TECH ENVIRONMENT
SOFTWARE EVALUATION
SOFTWARE NEEDS
IMPORTANT DATES

PRO)

Business Rules
» Workflows

Files

ADMINISTRATOR

Workflow List: Operations File

Workflows

Filter:

Search Workflows ...

Workflow

Claris Engage Session

Manual add / edit customer data

Workflow 01

Workflow 02

Workflow 03

Workflow 04

Workflow 05

Workflow 06

Workflow 07

Workflow *

Purpose *

Claris Engage Session

Created By: Vanessa Costanzo

How We Set Out To Become Better Problem Solvers

Priority

® Must Have
Must Have ~
Vanessa Costanzo O Should Have

O Nice to Have
Must Have

Vanessa Costanzo

Must Have
Chris Conger

Should Have
Chris Conger

Must Have
Chris Conger

Nice to Have
Chris Conger

Nice to Have
Chris Conger

Must Have
Chris Conger

Should Have
Chris Conger

Assigned To *

S

Paul Costanzo

Workflow Description

Ideal Workflow Steps

Related Features

Sometimes your final destination is not the original goal you set out for. Our path to implem
development process was one of those instances. What started as wanting to become better

in a more defined process and approach to client interactions, enabling us to reach the root «

pain points. This has expanded into how we manage our development timeline & scheduling
clients, setting expectations, involving clients in the testing process, and training for successfi
deep into client’s problems and pain points requires time, so how can you take that time witt

Who performs this workflow
® Internal Staff

O External Customers

O Both

MacBook Pro

Frequency

O More than 5 times a day

O 3-5 times a day

O Daily

O More than once a week

@® Once a week

O Couple times a month

O Once a month

O Quarterly
O Yearly
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Save and

Submit to YES

Progress
<

Key

NaviCu?

Workflow can

continue to be
edited

& Workflow is Editable

? Can Comment

Ready for

Review
£ 8

NaviCu

Reviewing
®)

Needs
Attention

Are
there
additional

clarifications or comments
for the client to
address?

Completed

o)

NaviCu® Discovery Portal Client Workflow Cycle

Post-Discovery
Meeting(s),
NaviCu initiates
Scope Phase
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NaviCu® Tracker

Extending These Principles




NaviCu® Tracker

Managing development timeline and scheduling
Assigning points to tickets
Kanban Board
Sprint cycles

Consistent client communication

Central location, not losing information in email
threads

Testing (Internal & Client) and Training

Priority - Critical, Immediate, High

# 478 | Build out a Support Module
This would include the followingLink to previously
recorded videosSupport documentationFAQ
section- ability to submit a FAQ as well, naviCu will
respond with an answer

P2S Points: 2 | Approved by Client

Feature Request | Created: 4/26/2023 11:44:45 AM

Sprint - GKI 2.10 | Sept 11-Oct 1, 2023

# 427 | Int'l Shipping Method

The shipping method (ie UPS Standard, Expedited,
etc) is set to UPS Ground for the International
shipments. The default there should be set to UPS
Standard, please.

P2S Points: .5

Bug Fix | Created: 3/6/2023 1:46:52 PM

# 451 | Shipped not Marked in GKC wi

The orders are not being marked as shipped in GKC
when you use the Batch Ship function in NRG

P2S Points: 1

Bug Fix | Created: 3/27/2023 10:17:15 AM

# 456 | Not receiving UPS Notificatiol
We are still not receiving any UPS shipping
notifications at orders@greatkidsinc.net when
shipping from NRG

P2S Points: .5

Bug Fix | Created: 4/3/2023 10:29:13 AM

# 403 | NRG Shipping List

It seems that some people that have had packages
ship are not falling off of the "new" list. Ex: Bobbe
Oddo whose order date was 12/19/22 still shows up
on the new list. Two people from order date of
1/9/23 are still there as well.

P2S Points: .5 | Approved by Client

Bug Fix | Created: 1/31/2023 10:22:25 AM

Could the package type (NG P36 - 34 pounds) be
autofilled based on the type of Event shipping? It
has to be manually updated and is often overlooked.
| should provide an undated list for this before

Sprint - GKI 2.11 | Oct 16-Nov 12, 2023

# 276 | Allow unknown users to regis
Great Kids has a need to create exceptions to allow
people to be able to register after an event is
closed.Two cases1. Allowing a company to add a
certain number of additional registrations, unknown
user names (Ticket #276)2. A specific user name
(Ticket #277)Going to break this into two tickets
#276 and #277

P2S Points: 2 | Project: Great Kids Connect (Hub) |
Approved by Client

Feature Request | Created: 10/6/2022 10:30:44 AM

# 454 | KPI Exports | Reports for Sha\
Attached is a file containing several data bits that
Shawna likes to review on a regular basis. As you
can well imagine...it takes a lot of hunting around,
piecing things together, and counting on our fingers
and toes to come up with this kind of information. Is
there any of this that can currently be pulled from
GKC? Can we build reports that would query the
database? Is there a possibility of building this into
our KPI project? DanaThis ticket will include other
items per discovery

P2S Points: 4 | Approved by Client

Feature Request | Created: 3/29/2023 5:42:28 PM

For Seminar Coordinators {(or anyone using GKC), it
would be great and really handy to be able to save
draft emails and also schedule when to send them
automatically. Currently, both are listed, but are not
working.

P2S Points: 2 | Approved by Client

Feature Request | Created: 12/2/2022 7:16:58 AM

# 131 | Privilege Set & User Groups D¢

Should a description of each of these and the
differences (implications of selecting) between

L s Iy L s s LD U/ S e Loy B e Sy T e e Ay P

MacBook Pro

Sprint - GKI 2.12 | Nov 13-26, 2023

Currently this is built on back end with no front end
to allow GK have greater control

P2S Points: 1| Project: Great Kids Connect (Spokes)
| Approved by Client

Bug Fix | Created: 10/19/2022 10:22:57 AM

# 137 | Country, State, Province List

Here is the QuickBooks Class List as of 12/17/2021
that we were told we could use for the country,
state, and province list.Should the current lists in
GKC be replaced with this list?

P2S Points: .25 | Approved by Client

Bug Fix | Created: 3/22/2022 4:02:49 AM

# 301 | Email Features

It would be nice to have some typical email features
to send emails to partners using GK Connect. For
instance, bolding text, underlining, changing the
color of the font, and including our own formatted
signature at the hottom of the email. It would also be
amazing if it would ask me if | wanted a copy sent to
me. So that | could see what the message looks like
in my inbox. Lastly, will all emails (even when not
associated with a registration) always come from
registration@mail.greatkidsportal.com? Seems like it
may get confusing when I'm emailing partners about
other matters using the system (e.g., pilots,
meetings, etc.).

P2S Points: 2 | Approved by Client

Feature Request | Created: 10/17/2022 5:13:15 PM

When logging communications or notes, it would be
really helpful if there was a dropdown box listing
topical categories (i.e. Tech Support, Registration
Support, etc.) for the note or log. Then it would be
great if you could search by topic when you were

lanlkina thraninh natace andlar lamne OMEO additinn



NaviCu® Tracker

Managing Timeline & Development

- Managing development timeline and scheduling
- Assigning points to tickets
- Kanban Board
- Sprint cycles

- Consistent client communication

- Central location, not losing information in email
threads

- Testing (Internal & Client) and Training

2023 IMPORTANT SPRINT DATES

Sprint 2.10 (9/11 - 10/8)

Wednesday 9/6: Client confirms Sprint 10 tickets
Monday 9/11: Sprint (Development) Starts
Monday 9/25 & Tuesday 9/26: Client Testing
Wednesday 9/27: Review Meeting

Friday 9/29: Client Re-Testing

Monday 10/2: Client Training Session

Sunday 10/8: Sprint 10 Development Launched to
Production Server

Sprint 2.11 (10/16 - 11/12)

NaviCu Development & Testing | |
Deploy to Testing Server L

Wednesday 10/11: Client confirms Sprint 11 tickets
Monday 10/16: Sprint (Development) Starts
Monday 10/30& Tuesday 10/31: Client Testing
Wednesday 11/1: Review Meeting

Friday 11/3: Client Re-Testing

Wednesday 11/8: Client Training Session

Sunday 11/12: Sprint 11 Development Launched to
Production Server

=

Sprint 2.12(11/13 - 12/3)

Wednesday 11/8: Client confirms Sprint 12 tickets
Monday 11/13: Sprint (Development) Starts
Monday 11/20: Client Testing

Tuesday 11/21: Review Meeting

Wednesday 11/22: Client Re-Testing

Wednesday 11/29: Client Training Session

Sunday 12/3: Sprint 12 Development Launched to
Production Server (from Testing Server)

Sprint 2.13 (11/27 - 12/26)

Wednesday 11/22: Client confirms Sprint 13 tickets
Monday 11/27: Sprint (Development) Starts
Monday 12/11 & Tuesday 12/12: Client Testing
Wednesday 12/13: Review Meeting

Friday 12/15: Client Re-Testing

Wednesday 12/20: Client Training Session

Tuesday 12/26: Sprint 13 Development Launched to
Production Server
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What We've Learned & Tips

Where to Begin



NaviCu . Clients Process AboutUs

Tips

|
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What We've Learned

- |t's an iterative process to define YOUR process
- Have to be able to change
Constantly re-evaluating

- Enables us to enter into more defined projects, get to
the root cause of problems within organizations

: +1+ ,
(0) Claris Partner it +ableau hosted on awg

- Allows us to evaluate the whole business and
processes, not just the development work

acBook Pi

- Made us better partners



https://www.youtube.com/watch?v=t0E_zpLwm5E

Tips

What We've Learned

Involvement of key stakeholders, end users, and
decision makers is crucial

Forum for them to come to consensus about
business rules and operational processes

Clients need to buy-in
Homework is time consuming

We want to build trusted partnerships -
extensions of their team

Consistency in client interactions and process






Thank you.
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