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Purpose
Make hidden technology liabilities visible and identify which forms of debt most weaken mission execution.

Instructions
Complete with representatives from membership, programs, marketing, finance, operations, and technology. Small staff Associations may decide to do this as a whole organization team.
1. System inventory
	System / Platform
	Age
	Integration Level
	Workarounds in Use
	Staff Frustration (1-5)
	Risk Exposure

	AMS
	
	
	
	
	

	LMS
	
	
	
	
	

	Website / CMS
	
	
	
	
	

	CRM / Data tools
	
	
	
	
	

	Finance systems
	
	
	
	
	

	Event platform
	
	
	
	
	

	Other
	
	
	
	
	




2. Debt indicators checklist
Check all that apply.
· ☐ Duplicate databases exist.
· ☐ Staff re-enter the same data in multiple systems.
· ☐ Reports require spreadsheets or manual cleanup.
· ☐ One or more systems lack a clear owner.
· ☐ Integrations fail or are unreliable.
· ☐ Cybersecurity practices are inconsistent.
· ☐ AI, privacy, or cloud governance policies are outdated.
· ☐ Members encounter inconsistent experiences across platforms.
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3. Top three debt hotspots
	Top three debt hotspots
	· Action Plan

	
	System or issue: 
	Executive owner: 

	ACTION
	Target date:

	1:
	
	
	☐ Retire 
☐ Replace 
☐ Integrate 
☐ Simplify 
☐ Document
	

	2:
	
	
	☐ Retire 
☐ Replace 
☐ Integrate 
☐ Simplify 
☐ Document
	

	3:
	
	
	☐ Retire 
☐ Replace 
☐ Integrate 
☐ Simplify 
☐ Document
	


Stewardship commitment
The association will treat technology debt with the same seriousness as financial debt.
Facilitators note
Circle the issues that create mission risk, not just inconvenience.
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