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Business Plan 2022-2026 
As of November 17, 2022 
 

Introduction 
The purpose of this business plan is to capture the operational goals and objectives of UniFi 
Solutions at Indiana United Ways and provide an overview of the organization’s strategies for 
reaching these goals and objectives. UniFi Solutions is a division of Indiana United Ways, the 
state-level association of United Ways in Indiana. UniFi Solutions was established as INPAS in 
2005, with the mission to support the back-office operations of local United Way corporations 
across the U.S. and enable local United Way leaders to focus their time on delivering social 
impact in their communities. INPAS changed its name to UniFi Solutions in 2017. Indiana United 
Ways is one of two state-level associations of United Ways that offer back-office solutions (the 
other is Texas), and it is the only association to offer these services through an in-house staff 
that holds deep expertise in United Way operations. UniFi Solutions currently offers support 
related to accounting, campaign processing, and cloud hosting for ANDAR/Donation Tracker 
customer relationship management systems (CRMs) for local United Ways across the U.S. 
UniFi Solutions is currently reviewing and updating its internal practices to both optimize the 
quality of services provided to client United Ways and address a multi-year revenue deficit. This 
business plan captures the progress made and plans toward the overarching strategic goal to: 

Achieve a break-even budget by the end of fiscal year 2026 
The plan demonstrates that achieving break-even is feasible, and that the organization can 
learn from and overcome its past challenges related to poor client relationships, low quality over 
time, a failure to increase contract rates in alignment with increasing costs, siloed knowledge 
that hindered service continuity, and poor ownership of client outcomes among team members.  

Market Environment 
Nonprofit fundraising continues to be a highly competitive space. Among donors, the focus on 
real-time accountability, transparency, privacy, and personalization has only increased in the 
post-pandemic environment of COVID-19. Having up-to-date and accurate records of giving, 
personalized communication options, high-quality financial reports, and a clear understanding of 
how funds received are subsequently applied to mission activities is essential to promote trust. 
And trust is the most significant lever nonprofits use to maintain and increase giving levels. 
The move to remote-based work has also influenced the technology used to deliver accounting 
and finance services, as has an increase in cybercrime. Secure access to servers with donors’ 
personally identifiable information and trusted remote support is a must-have in today’s privacy 
sensitive business environment. Furthermore, the shift toward giving donors deeper control of 
their personal data (and taking it out of the hands of third-party providers like Google, Apple, 
and Microsoft) is requiring nonprofits to handle more opt-in, first-party data and ensure that it is 
secured. Donor prospect research business models like Wealth Engine and Donor Search are 
at risk. The European Union’s General Data Protection Regulation (GDPR), which went into 
effect on May 25, 2018, has had a far-reaching impact on both data privacy and donor 
communication standards. It’s considered the toughest privacy/security regulation in the world.     

https://gdpr.eu/what-is-gdpr/
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Increasing use of automation and artificial intelligence to obtain and process data, and a 
significant shift toward a subscription-based economy during the pandemic, means nonprofit 
fundraising models and their donation processing and financial platforms must adapt.  
At the same time, nonprofit organizations must comply with strict regulations set by the Internal 
Revenue Service (IRS) to maintain their 501(c)(3) status. To retain their status, nonprofits must 
have strong record keeping and submit on-time tax returns.  
In addition to privacy and security concerns, local United Ways face some additional challenges 
unique to the United Way network. Local United Ways in adjacent counties often find 
themselves in competition for Workplace Campaign partners that cross county boundaries. In 
addition, many companies have shifted away from federated campaigns and have centralized 
decision making regarding Corporate Social Responsibility (CSR), community philanthropy/ 
engagement, and marketing in regional, national, or international headquarters. As a result, 
local United Ways have had difficulty continuing to engage local facilities in Campaign activities. 
The acceleration of work-from-home arrangements during the COVID-19 pandemic also 
hindered traditional Workplace Campaign efforts, requiring local United Ways to shift to a hybrid 
in-person/virtual approach to engage employees and increase giving. COVID-19 also 
accelerated the retirement of many employees with strong ties to United Way. This, coupled 
with the general shift in workplace demographics to younger individuals, has enhanced the need 
for local United Ways to try new ways of engaging donors both inside and outside of Campaign. 
Because of the long-term decline in both Workplace Campaign and donors, United Ways are 
diversifying giving, including more grants and individual giving efforts, to maintain reasonable 
operational budgets. In this tightening financial environment, local United Ways are looking for 
accounting and finance partners that can keep operational costs low, help them make the most 
of limited staff, and provide flexibility as they diversify revenue sources.   

Competitive Context 
Within this challenging environment, UniFi Solutions has four types of direct competition: 

• Local United Way Staff: UniFi Solutions provides cost-effective solutions that both 
provide business continuity during local UW staff transitions and that provide added 
value compared to hiring local staff to manage accounting and finance activities.  

• Local United Way Volunteers: When a local United Way uses volunteers instead of staff 
to manage finance activities, this becomes an area where UniFi would be hard pressed 
to compete on cost. However, volunteers – unlike UniFi staff – may not be abreast of 
General Accepted Accounting Principles (GAAP), pledge accounting procedures, or up-
to-date nonprofit accounting best practices. 

• Local Accounting Firms: UniFi Solutions must provide added value when compared to 
financial consultants outside of the United Way network, like Kemper CPA. Part of IUW’s 
added value is familiarity with UWW policies and practices. 

• CRM Providers: UniFi Solutions must provide added value when compared to CRM 
providers such as ANDAR Software and UPIC Solutions, which both developed donor 
management solutions for local United Ways and provide a combination of accounting, 
processing, and hosting services. 

  

https://www.washingtonpost.com/business/2021/06/01/subscription-boom-pandemic/
https://www.irs.gov/pub/irs-pdf/p4221pc.pdf
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In comparison with its most direct competitors, UniFi Solutions provides the following added 
value: 1) United Way network affiliation, 2) deep understanding of United Way operations and 
unique aspects of Workplace Campaign fundraising, 3) familiarity with UWW policies and 
practices, 4) not-for-profit pricing, 5) staff with as much as 15 years of experience in accounting 
and pledge processing, and 6) strong business continuity during periods of staff turnover at local 
United Ways. UniFi Solutions is a mission-driven unit of IUW. Although the unit seeks to break 
even or make a small profit on its services, profit is not its primary driver.  
Historically, UniFi Solutions’ weaknesses included: 1) client dissatisfaction with accuracy, 
timeliness, friendliness, and overall quality of service, 2) difficulty adapting quickly following 
UniFi staff turnover due to lack of cross-training, 3) ineffective cost analysis and controls that led 
to significant budget deficits, 4) poor sales and marketing planning to expand client base. This 
business plan includes evidence that UniFi Solutions is directly addressing these weaknesses.   

 

Products and Services 

 
UniFi Solutions currently offers three primary services: accounting services, campaign 
processing, and cloud-hosting with IT support. UniFi accountants have an in-depth 
understanding of non-profit accounting and are adept at handling restricted, temporarily 
restricted, and unrestricted funding.  As a team that works exclusively with United Ways, its 
accountants have a firm understanding of donor churn, uncollectable commitments, and accrual 
accounting related to United Way’s use of pledges. UniFi’s back-office processing services 
include pledge card data entry, payment processing, monthly statements and reports, thank you 
letters, tax receipts, and payout reports. UniFi also offers options for online giving, United Way 
Worldwide DB2/DB1 reporting support, annual audit support, and campaign analysis.  
UniFi Solutions has no proprietary software of its own, nor does it have in-house IT staff, but 
UniFi Solutions has a contract with United Way preferred vendor Unity Tek to provide cloud-
hosting solutions and related IT support. This combination of accounting, campaign processing, 
and hosting solutions enhances the capacity of current members/clients, reduces the burden on 
time-strapped staff at the local level, and reduces operational costs. 
A more comprehensive breakdown of services is still needed to determine which client requests 
fall under the standard agreement and which requests would incur additional charges, i.e., 
advanced reporting, donor analysis. A fee-for-service menu is still to be developed, as is a fee 
structure for customization of existing standardization processes. 
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Product/Service Comparison 

 UniFi Solutions Kemper CPA UPIC Andar Software 

CRM ANDAR CRM  Donation Tracker 
CRM & CRM Lite 

ANDAR CRM 

IT Helpdesk X  X X 

Remote Access/ 
Hosting for MS365 

X  X  

Remote Access/ 
Hosting for CRM 

X  X X 

Online Giving 
Platform 

ANDAR ePledge 
(Extra charge) 

 X ANDAR ePledge 
(Extra charge) 

Pledge Processing X X X X 

Accounting 
Services 

X X X  

Monthly Reports X X X X 

HR Support   X  

Donor Engagement 
Analytics/Metrics 

X (Extra charge)  X (Extra charge) X (Extra charge) 

 
Hosting Comparison UniFi Solutions UPIC Andar Software 

Cloud-Based X X X 

IT Support X X X 

Managed Hosting X X X 

Shared CRM/ MS 
Office Hosting 

 X  

24/7 Access X X X 

Timely Updates/ 
Backups 

X  X 

Cybersecurity Team   X 
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SWOT Analysis 
Strengths 

• United Way network affiliation 
• Deep understanding of UW operations and 

UW specific fundraising, including WPC 
• Familiarity with UWW policies and practices 
• Mission driven, not for profit pricing 
• Staff with up to 15 years of experience 
• Ability to ensure continuity in financial 

operations for client during staff turnover 

Weaknesses 

• Recent history of client dissatisfaction with 
timeliness, friendliness, and overall quality 

• Difficulty adapting quickly following staff 
turnover due to siloed job duties 

• Ineffective cost analysis and controls 
• Sales and marketing planning not rooted in 

accurate data analysis 

Opportunities 

• Clients streamlining remote access to their 
cloud-based applications may seek to host all 
applications through one provider 

• Automated communications associated with 
donor transactions can add value while 
keeping staff capacity needs at a minimum 

• New rules regarding recurring transactions, 
such as monthly donations, will require 
enhanced communication with donors 

Threats 

• Donors expect real-time accountability and 
transparency for their contributions 

• Shifts in privacy law mean nonprofits will have 
more responsibility for first-party donor data, 
increasing risk and accountability 

• Client indecision related to coding, 
deliverables, and data needed leads to wide 
variation in hours required to fulfill needs 

• Mergers and other factors are leading to 
fewer local United Ways needing services  

Target Market 
UniFi Solutions is targeting local United Ways based in the 48 continuous U.S. states, plus 
possibly Alaska. Based on its current clients and capacity, the ideal client for its accounting and 
campaign processing services is a user of ANDAR/360 with an organizational budget of $500K-
$3 million. Smaller United Ways, and those with UPIC’s less sophisticated Donation Tracker 
CRM, are better suited to UniFi’s cloud-hosting solutions.  
UniFi Solutions seeks to have a mix of small (<$1 million), medium ($1-3 million), and large ($3-
5 million) clients for its range of services. UniFi’s current client portfolio includes 19 clients in 
Indiana and 9 clients outside of Indiana, including 14 small, 10 medium, and 3 large clients. 
More comprehensive customer prospect research is still needed to determine the full market 
potential for UniFi within the United States. There are more than 1,000 local United Ways in the 
U.S., including 268 in states that are an easy drive from Indianapolis, Indiana. 

 State # of LUWs  State # of LUWs 

 Illinois 44  Michigan 45 

 Missouri 26  Ohio 63 

 Kentucky 20  Wisconsin 39 

 Tennessee 31  Indiana 43 
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It would be helpful to understand how many of these prospects are in each organizational 
budget category, plus how many of them use ANDAR, Donation Tracker, and cloud hosting.  

Local United Ways in Indiana by CYS 
Based on 3-year CYS 2019-2021 

Very Small 
(< $500K) 

Small 
($500K-$1 million) 

Medium 
($1 million-$3 million) 

Large 
($3 million-$5 million) 

Very Large 
(> $5 million) 

• Adams 
• Clinton 
• Daviess + 
• Franklin * 
• Fulton 
• Gibson * 
• Jay * 
• Jefferson 
• Jennings 
• Miami 
• Perry 
• Pike 
• Scott 
• South Central 
• Stueben * 
• Wells * 
• White 
• Whitewater 

Valley 
• Danville, IL 

• Cass * 
• Dekalb 
• Grant 
• Huntington * 
• Knox + 
• Laporte 
• Marshall 
• Posey 
• Wabash 

Valley + 
• Whitley/ 

Kosciusko * 

• Crossroads * 
• Heart of Indiana 
• Howard/Tipton 
• Jackson + 
• Johnson + 
• Monroe + 
• Wabash Valley 

• Bartholomew 
• Northwest IN 

+ 
• Southwest IN 
• St. Joseph + 

• Allen 
• Greater 

Cincinnati 
• Greater 

Lafayette + 
• Metro  
• UWCI 

Current clients with multiple contracted services are in blue and marked with *. Hosting only is in green and marked with +. 

CYS is comprised of UW1 + UW2 + UW3 from DBII 
• UW1 – Discretionary funds: the total of all undesignated gifts, gifts to the community fund, gifts to impact areas, and 

designations to United Ways outside of the local United Way’s solicitation area  
• UW2 – All designated gifts to agencies: the total of all designations raised by the local United Way toward funded 

agencies and unaffiliated organizations 
• UW3 – Contributions beyond campaign: contributions and other revenue received in addition to the annual campaign 

appeal, used to support United Way operations, initiatives, or programs  
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Operational Goals and Objectives 

 
The UniFi Solutions team at Indiana United Ways has the following goals and objectives: 

Goal 1 Achieve break-even budget by the end of fiscal year 2026 

  Obj.1.1 * Complete comprehensive cost analysis in 2022 to understand cost drivers, capacity 
restraints, and other dynamics influencing cost of services  

  Obj.1.2 * Analyze and renegotiate client contracts over the next 2-3 years to decrease gaps 
between revenue earned and cost to provide services, incl. technology  

  Obj.1.3 Develop a fee-for-service menu for requests that fall outside the baseline scope of 
services and identify opportunities to upsell clients based on need in 2023 

Goal 2 Stabilize current client portfolio by improving accuracy, timeliness, 
friendliness, and overall quality of service by 2023 

  Obj.2.1 * Implement streamlined processes for accounting and campaign processing services 
in 2022 to improve accuracy and reduce time between receipt of expense/pledge 
from client and posting to database/reports  

   Obj.2.2 + Cross-train all accounting and campaign processing team members during 2022-
2026 to ensure smooth transitions during changes in UniFi staffing  

   Obj.2.3 + Complete customer service training for all UniFi staff during 2022-2026  

   Obj.2.4 Enhance client-side technical skills via training offerings during 2023-2026 

Goal 3 Build new client pipeline by leveraging current strengths and referrals, 
and implement a comprehensive sales and marketing strategy by 2024    

   Obj.3.1 + Expand client portfolio for cloud hosting services to Donation Tracker users to 
increase incremental revenue with minimal cost during 2022-2026  

   Obj.3.2 Attend all regional UW conferences to increase UniFi leads during 2023-2026 

   Obj.3.3 Increase brand loyalty among existing customers in 2023 by offering referral 
incentives and create a set of marketing materials for brand ambassadors  

   Obj.3.4 + Create a comprehensive marketing, content, and social media strategy for UniFi 
Solutions that includes both digital and printed content by 2024  

* Items highlighted in blue and with an asterisk have already been completed. Items in green or marked with + are in progress. 
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Management and Staffing 
UniFi Solutions is led by a Director of UniFi Solutions, and the UniFi team is currently composed 
of three (3) accounting positions, four (4) campaign processing positions, and one (1) position 
that is shared 50/50 between the two sides. UniFi leadership seeks to maximize the efficiency 
and effectiveness of the current team before hiring additional staff to serve new clients. At 
present, the team has the capacity to serve 1-3 new clients, depending on the size of each 
client. To prepare for future expansion, a scale-up plan will be needed. Onboarding a new client 
is anticipated to take approximately three months. 
The Director of UniFi Solutions reports into the CEO of Indiana United Ways and works 
collaboratively with the IUW Management Team, including the VP of Membership Services & 
Organizational Development, the Human Resources Director, and CFO/Chief Innovation Officer. 
UniFi Solutions is further supported by the three members of the Membership Services team, 
which includes a Marketing and Engagement Strategist, Impact and Public Policy Strategist, 
and Grants and Organizational Effectiveness Manager. 
All cloud hosting services are provided via contractual arrangement with United Way Worldwide 
preferred technology partner Unity Tek.  

Performance Management 
UniFi Solutions is in the process of developing a consistent set of KPIs to measure overall 
performance. These KPIs may include indicators such as Total Revenue, Total Costs, Cost by 
Service Line, Cost per Hour, Hours per Client, # of Clients by Service Line, Net Profit, # of 
errors, and specific metrics from the Customer Satisfaction survey. 
The most recent customer satisfaction survey for UniFi clients was completed in Fall 2022. 
Overall ratings of client friendliness and operational accuracy had increased over 2021. 
As part of the UniFi Client survey, four elements were assessed as to how they influenced a 
local United Ways decision to use UniFi. Of the factors assessed, knowledge of the United Way 
business model was the highest rated factor in decision making. Cost was considered the 
second most important factor in the decision to select UniFi Solutions as an operational partner.  
Opportunities for improvement highlighted in the survey included task specific ANDAR training 
and templates (i.e., to set up initial reporting dashboards), new executive training during on 
boarding, and automated communication to inform other agencies of allocations/designations. 
Melissa Reabold, CEO of UWGBACC (a UniFi accounting/processing client), commented: 
“UniFi has been a strong partner and extension of my team for many years. They are reliable 
and capable to handle work that would otherwise not be managed well.”
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Financial Path Toward Break-Even 
Cost Analysis of 2022 Operations 
Based on the assumption that every position is filled and other assumptions as of September 2022 

Revenues Accounting Processing Technology/Hosting Total  

UniFi Contracts $123,448.43 $328,365.25 $53,965.92 $505,780 

Expenses     

Direct Costs 
(salaries) 

$248,434.50 $404,518.47 $0 $652,952.97 

Management 
(salaries) 

$19,481.88 $39,554.12 $0 $59,036.00 

Technology/Hosting $0 $0 $153,530.51 $153,530.51 

Indirect Costs (fixed) $62,370.00 $126,630.00 $0 $189,000.00 

Total Expenses $330,286.38 $570,702.59 $0 $1,054,519.48 

Projected Profit 
(Loss) 

($206,837.95) ($242,337.34) ($99,564.59) ($548,739.48) 

To close the gap between the projected deficit of FY2022 and the break-even point, UniFi will 
continue cutting fixed costs in 2022/2023 and will increase revenues from renegotiated 
contracts by $85,000 in FY 2023. The projected deficit for FY2023 is $430,000. However, UniFi 
can leverage unused capacity in the accounting and processing departments to attract up to 
$192,080.74 in additional revenue, as indicated in the chart below.  

Current Operational Capacity and Revenue Potential 
Includes 1 budgeted position that is currently vacant 

 Accounting Processing Total  

Billable Hours 948.75 1277.16 2225.91 

Hourly Cost Analysis    

Current Cost/Hour $101.63 $74.90 -- 

Current Revenue/Hour $53.64 $51.77 -- 

Projected Gain (Loss) ($47.99) ($23.13) -- 

Potential Revenue 
@100% Capacity and 
Cost/Hour 

$96,421.46 $95,659.28 $192,080.74 
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Critical Steps to Achieving Break-Even 
1. Renegotiate contracts for 2023 to reduce the gap between current revenues and costs 

to provide services in 2023 
a. Add $85,000 in revenue to cover current costs 
b. Develop a fee-for-service menu for add-on supports 
c. Develop a fee structure for customization of existing standardized processes 

2. Reduce fixed costs to reduce the gap between revenues and expenses 
3. Increase efficiency and reduce variable costs to become more market competitive 

a. Streamline and standardize processes by client 
b. Create client onboarding and training process  
c. Create incentives to reward staff efficiency and encourage accountability 

4. Increase cloud hosting clients to added incremental revenue at minimal cost and 
without the need for additional staffing 

5. Add 1-3 new accounting/processing clients in 2023 to maximize current capacity 
usage and add incremental revenue 

a. Add $192,080.74 in revenue 
6. Scale up operations in 2024-2026 to cut net loss to 0%  

a. Identify full market breadth for UniFi’s target market 
 
Critical Steps to Improve Satisfaction and Value Add 

1. Improve processing times while reducing errors 
a. Down from months to 2 weeks or less 

2. Increase checks and balances to reduce errors 
a. Improved from spot checks to catching errors “before the envelope is closed” 

3. Add cover sheet to improve processing speed and reduce errors 
a. Improved overall communication and reduced back/forth communication 

4. Train staff in end-to-end processes to improve staff flexibility 
a. Improved staff’s sense of impact on client satisfaction 
b. Expanded staff’s ability to act as subject-matter experts (SMEs) 

5. Deepen client relationships and build trust  
a. Encouraging open, transparent communication 
b. Incorporating client input into agreements and processes 
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Risks to the Plan 
There are two significant levers that could impact the long-term success of this plan. 

1. Efficiency  
An inability to get efficiency of UniFi operations (e.g., cost per hour based on billable 
hours per client) reduced to a point that remains market competitive may impede the 
ability of UniFi Solutions to continue operations. 

2. Breadth of Market 
This plan hinges on their being enough local United Ways within the United States that 
fall within the ideal target market of UniFi Solutions. Budgets are declining, and mergers 
of multiple United Ways into a single, more regional entity are resulting in fewer local 
United Ways overall. In addition, merged entities, with their combined budgets, may be 
able to hire internal staff for accounting and finance functions.   

The status of these levers will be monitored at regular intervals throughout 2022-2026 as more 
information is collected, and this plan will be updated. 
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