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Why the Traditional Tech Assessment Is Broken

Associations spend $50,000 or more on traditionaltechnology assessments— comprehensive
engagements that map the full technology landscape, identify gaps, and produce detailed
roadmaps. In theory, this is sound practice. In reality, it is often an expensiveexercise in confirming
what everyone already knows.

The structural flaw is this: traditional tech assessments operate in a blue-sky vacuum. They assume
that gaps can be identified independently of knowing what solutions exist, and that the client
organization will act on the findings. Neither assumption holds reliably.

More revealing is the political reality of how these engagements actually function. In most cases,
technology staff already know what the problems are. The assessment is commissioned not to
discover the truth, but to prove it to the Board — to give an outside consultant’s report the political
weight needed to authorize action. The assessment, in other words, is a governance tool
masquerading as a discovery exercise.

There is nothing wrong with needing Board authorization. But spending $50K to produce a
document whose primary function is internal politics — while the real costs of your current
system continue accumulating daily — is a misallocation of resources that associations can
no longer afford.

Three Root Causes — and Why They All Point to the AMS

Associationsrequesttechnology auditsfor a variety ofstatedreasons. In ourexperience,those
reasons almostalways trace back to one or more of three compounding problems with theAMS.

1. The API Gap

Older AMS platforms were not built for a connected world. When the system of record cannot
communicate cleanly with marketing automation, learning management, community, or event tools,
staff compensates with manual workarounds: spreadsheet exports, duplicate data entry, and
improvised bridges between systems that should integrate automatically. Every workaround has a
cost. Collectively, they constitute the first layer of the Hidden Tax.

2. The Frankenstein AMS

Many associations built theircurrent AMS through years of custom development — not because
they wanted complexity, butbecause it was the only way to get what they needed from platforms
that lacked the functionalitytohandle association requirements out of the box. The result is a
system that works, technically,but at an escalating price.
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* Every vendor upgrade cycle requires custom code review, regression testing, and often
rework. Falling behind on upgrades compounds the problem over time. Maintenance tax:

* Adding new capability requires understanding a custom layer that is frequently
undocumented, and whose institutional knowledge may live in one person’s head — or
nobody’s. Modification tax:

* Heavily customized instances create de facto lock-in to a specific implementation
partner, evenwhen the associationnominally owns the license.The costofswitchingis
notjust thenewsystem —it is years of untangling bespokedevelopment.  Vendor
dependency tax:

Today’s productized AMS platforms were architected differently. Built over the past decade with
configurable data models, rich native functionality, and open APIs, they handle most association
requirements without customization. The extensive custom development that was necessary in
2010 is largely unnecessary in 2025. The associations that paid for it, however, are still paying for it
— every month.

3. The Sunk Cost Trap

Organizations that haveinvested $200,000 or more in custom AMS development over the years
face a powerful psychological barrier to change. The question “how much have we already spent?”
crowds out the more important question: “how much are we continuing to spend, every month, to
maintain something that is now actively limiting us?”

A Note from AR Consultants: Surface the Sunk Cost Dynamic Early
Sunk cost thinkingisoftenthesilentreasonaBoardkeepsdeferringadecision they know they should
make.

When a client says “we’ve already invested so much in our current system,” that is not a
financial argument — it is a cognitive one. The money is gone regardless of what they decide
next.

The Hidden Tax Calculator is the direct antidote: it shifts the conversation from past investment
to ongoing cost. The question is not what you spent building the Frankenstein. The question is
what you are paying every month to keep it alive — and what you are forfeiting because it
cannot support what comes next.

Name this dynamic explicitly. Clients almost always recognize it once it is articulated, and
naming it gives the Board permission to make a forward-looking decision.

Fix the AMS and you address all three problems simultaneously: the API gap resolves, the
customization debt is retired, and the sunk cost calculation finally tips toward action. A
modern AMS with a genuine APl ecosystem is also the prerequisite for Al adoption — no
matter what any vendor promises.
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The Hidden Tax: Three Cost Categories

The ARHidden TaxCalculatorquantifiesthe cumulative costofthe three root causes above across
two dimensions: direct costs and opportunity costs. The outputisa single, Board-ready number.

HIDDEN TAX WHAT WE MEASURE

CATEGORY

Integration & API Tax Staff hours lost to manual workarounds, duplicate data entry, and
improvised system bridges. Error rates and reporting delays caused by
disconnected systems.

Customization Debt Tax = Ongoing maintenance costs for custom code; rework required with each
upgrade cycle; implementation partner dependency; cost and risk of
modifying a system whose logic is poorly documented.

Opportunity Cost Tax Initiatives that could not launch because the system could not support
them. Al tools that cannot connect. Member experiences that could not
be personalized. Staff time that could have been applied to
mission-critical work.

Introducing the Al-Ready Tech Audit

The Al-Ready Tech Audit is a focused, time-boxed engagement that replaces the traditional
technology assessment with something more honest andmore actionable. It quantifies the Hidden
Tax across all three cost categories, evaluates Al readiness, and delivers a data-driven AMS
shortlist — all in five integrated phases.

StakeholderDiscovery&Techinventory
« Rapid interviews with key staff across departments (not just IT)
¢ Lightweight inventory of active technology tools

 Identification of manual workarounds, duplicate processes, and shadow
systems

. Documentation of AMS customization history, maintenance costs, and
known limitations

Initial assessment of sunk cost dynamics and Board readiness for change

HiddenTaxAssessment

* Application of the AR Hidden Tax Calculator across all three cost
categories

* Quantification of Integration & API Tax: staff hours, error costs,
workaround overhead

* Quantification of Customization Debt Tax: maintenance, upgrade friction,
partner dependency

* Quantification of Opportunity Cost Tax: initiatives blocked, Al tools
inaccessible, staff time diverted
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* Board-ready financial summary with total Hidden Tax figure and
forward-looking cost of inaction

AlReadinessAssessment

< Evaluation of data quality, structure, and accessibility for Al use

» Assessment of current AMS API connectivity to Al-enabled tools

 Staff capacity and organizational readiness for Al adoption

¢ Scoring of shortlisted AMS platforms on native Al capabilities and vendor
Al roadmap

. Al Readiness Score (0—100) with gap analysis and prioritized
recommendations

AMSShortlisting

* Requirements mapping based on Discovery, Hidden Tax, and Al
Readiness findings

* Automated scoring against AR’s proprietary database of 32+ productized
AMS platforms

* Customization requirements re-evaluated against native functionality of
modern platforms

* Al readiness weighted into platform scoring criteria

« Shortlist of 3-5 platforms with rationale, comparative data, and migration
considerations

BoardPresentationPackage

* Executive summary: total Hidden Tax with all three cost categories
itemized

« Sunk cost reframe: past investment vs. ongoing and forward cost of

staying

Al Readiness findings and what they mean for platform selection

AMS shortlist with AR database backing and productization rationale

Recommended next steps, decision timeline, and Q&A prep for Board

presentation

The AR Proprietary AMS Database

AR’s proprietary AMS database — the same researchfoundation that underlies the Beacon Tech
Research platform — was developed through 30+ vendor interviews and real-world selection
engagements, and covers 32+ productized AMS platforms scored and categorized specifically for
the association market.

This is not a generalist technology survey, an Al-generated comparison, or a vendor-sponsored
ranking. It is a practitioner-built resource developed specifically for the association market. Critically,
it covers the productized platform tier — the generation of AMS systems whose rich native
functionality means most associations no longerneed the custom development that created their
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current Frankenstein. This is the data that makes the Al-Ready Tech Audit’s shortlisting both fast
and credible.

What You Get

* A quantified Hidden Tax figure — covering all three cost categories — that your Board can
respond to

* A sunk cost reframe that gives leadership permission to make a forward-looking decision
* An Al Readiness Score that connects AMS selection to your organization’s Al future

* A data-driven AMS shortlist ready to move into demos

* A Board presentation package with the narrative, the numbers, and the next steps

Most associations already know they need a new AMS. The Al-Ready Tech Audit gives them the
evidence, the Al context, and the narrative to finally do something about it.

Ready to stop paying the Hidden Tax?

Contact Associations Rewired to learn more about the Al-ReadyTech Audit.
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