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Introduction
1.1. Background 
EPA utilizes email to send important ENERGY STAR program messages out to the public and to groups of partners and other stakeholders for a number of purposes including:

· Notification of changes to major applications (OPS, Portfolio Manager)

· Campaign announcements (Global Warming, ENERGY STAR Challenge, complementary organization announcements (e.g., ASHE Energy Efficiency Commitment Initiative, NRCan, CEE))

· ENERGY STAR News (Business & Industry Edition, New Homes News Update, Annual Report)

· Partner Notifications (Partner of the Year, Homes Quarterly Reporting period, New Homes Partner Updates, Retailer promotions/campaigns, product compliance testing, product unit shipment data, updates on Federal energy standards )

· Qualified Product Announcements (new spec announcements, spec revisions)

Currently, EPA is using several mechanisms to deliver these kinds of mass emails including:

· iSTAR Mass Email tool 
· Custom Database scripts
· LisTrak (email marketing solution)
· Contractor Email accounts 

It is important that marketing-related emails sent by EPA and their contractors look professional, contain consistent program messages and branding, and are delivered to intended recipients.   This includes the need for mass emails to clearly appear as though they are coming from the ENERGY STAR program (i.e., from the energystar.gov domain).  

Over the last several years, EPA staff and contractors have expanded their email marketing efforts.  Email messages are becoming more dynamic, stylized, and targeted.  In addition, more emails are being sent out each year to a quickly growing population.  EPA is moving in a direction similar to many commercial organizations, whereby email becomes a core component of the communication and outreach strategy.  This is evidenced by the current use of LisTrak, an outsourced Email Services Provider (ESP) solution, by the EPA ENERGY STAR primary communications contractor to deliver campaign-related emails to the public.  This effort sparked the need to consider whether the entire EPA ENERGY STAR program should move to a single email marketing solution.

Based on specific discussions with EPA, an evaluation of LisTrak’s core capabilities, and feedback from staff using and administering the current iSTAR Mass Email tool, EPA has determined that there is a need to provide a single ENERGY STAR program-wide Email Marketing Solution (EMS) in addition to ensuring that the solution minimizes cost and administrative burden to EPA staff and contractors.
To identify which EMS fits the needs of EPA best, an objective evaluation was conducted to assess three comparable vendors in the market.  SRA performed initial market research to narrow the list of possible vendors in the market to three.  Representative members of EPA and their contractor teams participated on an evaluation panel to recommend a single vendor for EPA to pursue.
1.2. Purpose 
This document presents the findings of the EMS evaluation panel and the specific recommendations for which EMS vendor’s products and services EPA should procure in support of its mass email needs.
1.3. Approach 
In April 2009, EPA kicked off a three-month evaluation of three comparable EMS vendors.  The objective of this team was to assess the ability of each vendor to meet EPA’s specific requirements regarding the management and delivery of mass emails.  EPA pursued a straight-forward evaluation process that included the following steps:
1. Establish an evaluation panel.  This panel consisted of representative members of EPA and their contractor teams that were either directly or indirectly involved in sending out ENERGY STAR mass emails.  IT contractors were also included in the panel because it was expected that the EMS vendor’s product would need to somehow integrate with the iSTAR database.  The evaluation panel developed a set of key requirements or evaluation factors that were weighted based on importance (see Section 3.9 for list of requirements).

2. Select EMS vendors for evaluation.  SRA conducted third-party market research to down-select to three vendors.  SRA looked for a range of providers that met the core requirements provided by EPA (see Section 3.9 for those requirements) and were rated as credible vendors in the market (based on Jupiter Research findings).  The three vendors that were chosen included Listrak, Silverpop, and ExactTarget.

3. Conduct vendor demonstrations.  Each vendor was given two hours to present their product and services to the evaluation panel.  Members of the panel were provided scorecards on which to record their assessment of each vendor.

4. Conduct trial of vendor products.  Members of the evaluation panel were invited to spend one to three weeks testing out each vendor’s products.  Members were set up with user access and some sample data.  They were encouraged to try and use the tool as they would were it to be for real.  During this trial, IT contractors independently evaluated the ability of each vendor’s product to integrate with iSTAR.

5. Conduct pricing evaluation.  Price quotes from each vendor were solicited and provided to the evaluation panel.
6. Compile final results and present recommendations.  Evaluation scorecards were collected from each evaluation panel member and an average team score was applied for each core requirement.  The highest overall score represented the vendor that performed the best in the evaluation.  These findings and recommendations were then packaged up in this document and sent to EPA for final decision.

2. Participating Vendors
Fundamentally, Email Marketing Solutions are tools that allow organizations to build and deliver custom emails to specific target audiences.  They are equipped to handle small (hundreds) to very large (millions) distribution lists.  Many vendors distinguish themselves by providing advanced marketing features (personalization, segmentation, dynamic content) to help organizations tailor the messages that they send to different groups and track the success of those messages in terms of things like delivery rate and click through.  Nearly all solutions allow for some level of contacts management.
Three EMS vendors were selected based primarily on their ability to support, at some level, EPA’s high-level needs for:

· Functionality.  The ability to provide all of the features that EPA needs (e.g., build HTML emails, schedule sending of emails).

· Scalability.  The ability to support distribution lists of several hundred contacts to several hundred thousand.

· Integration.  The ability to easily exchange data with EPA so that contact lists could dynamically pulled and updated from iSTAR.

· Usability.  The solution is easy-to-use and doesn’t require continuous training.

· Security.  All contact information contained in the EMS is adequately protected.

· Administration.  The ability to easily manage users and configure the system for EPA and its contractors.

· Customer Service.  Responsive and knowledgeable customer support teams that will provide EPA with a high level of service, when needed.

· Total Cost of Ownership.  A price that provides the best value for EPA in the first year as was as subsequent out years.

Based on the market research that was performed, the following three vendors were selected:

· Listrak (www.listrak.com) – Listrak represents one of the “no frills” products that has good core capabilities but not much beyond that.

· Silverpop (www.silverpop.com) – Silverpop is more in the middle-tier.  They have a broad range of capabilities and services and most are built into their base price.

· ExactTarget (www.exacttarget.com) – ExactTarget is the highest-end provider in the group.  In addition to their core services, they have a lot of add-on niche services.  EPA evaluated their Advanced edition which was recommended by the vendor.  ExactTarget also has an Enterprise edition.
3. Summary of Findings
This section provides a summary of findings across the main evaluation areas discussed in Section 2.  Each sub-section is represents an evaluation area and provides a summary of the findings and the average score assigned to the specific evaluation criteria in that area.
3.1. Functionality
All vendors were capable of meeting EPA’s core requirements to be able to send messages and links as if from the energystar.gov domain.  It is worth noting that because we were using trial accounts that weren’t fully set up for ENERGY STAR, we were unable to test all of this capability.
Other areas where the three vendors were similar in their performance were around the basic reporting capabilities they offered, the ability to schedule and send emails, managing contact lists, and the ability to allow email recipients to unsubscribe.  Silverpop did seem to require that an EMS user actually manually set the “unsubscribe” feature while Listrak and ExactTarget did this automatically.

The places where there seemed to be the most differentiation between vendors was in there ability to create and reuse templates and send from multiple domains.  Listrak and Silverpop allowed users to create their own templates and save them for re-use.  ExactTarget provided some pre-defined templates but required users to request any new templates from their technical support team.  ExactTarget also initially limited EPA to five subdomains (i.e., products@energystar.gov, buildings@energystar.gov).  Adding more incurred additional costs.  Silverpop and Listrak both seemed to allow the user to set as many as they needed.
3.2. Scalability
All vendors are able to support the amount of emails that EPA needs to send and can scale to support millions more.  Silverpop scored a little lower because while the other vendors had unlimited access to historical data, Silverpop had a archive policy that stated they would move data off their server.  However, the Silverpop sales representative did note that this policy was not currently being enforced. 
3.3. Integration
All vendors had the ability to integrate iSTAR with their solutions.   <Bryndyn, can you fill this in?>
3.4. Usability
Silverpop was scored the highest in Usability because it not only had easy-to-use interfaces, it also had very intuitive navigation.  Listrak and ExactTarget had some fairly to use interfaces but their navigation systems seemed a little less straight-forward, causing the reviewers to sometimes get lost in the application or to unintentionally leave a screen they didn’t want to.
3.5. Security
All EMS solutions evaluated appeared to have strong security through authentication, password resets, and user administration.  The differentiation between the vendors came in the ability to administer user access.  Silverpop provided the greatest level of customization for users.  An administrator could select whether they could send an email or not or even whether they would require approval first.  Access could be restricted to specific templates, contact lists, and other assets (e.g., graphics, content snippets).
Listrak had a simple, but effective set of user rights that would allow EPA to restrict who could send messages as well as which templates and contact lists could be accessed by a user.  ExactTarget had more generic access settings that were basically an “all or nothing.”  For instance, you could either allow a user to access contact lists or not.  You could not choose which contact lists a user could access.
3.6. Administration
All vendors were equally able to meet EPA’s requirements to allow users accounts to be created and managed as well as the ability to manage the IP address attached to the EMS account.
Silverpop edged out Listrak by providing a more robust user account management feature along with a slightly easier method of building and sharing email templates.  ExactTarget was scored lower because it doesn’t provide an easy way to share templates with other users.
3.7. Customer Service
The evaluation team was unable to fully test the customer service provided by each vendor.  Much of what was evaluated was based on the Help documentation that was found online as well as how informative, responsive, and helpful the sales representatives were.  This is used as an indicator of what EPA may expect to receive from the formal customer and technical support groups.
With Silverpop and ExactTarget, our technical team did spend more time working with their technical support to better understand their integration services.  This was also accounted for in the evaluation.
3.8. Total Cost of Ownership (TCO)
All vendors had flexible pricing that would allow EPA to find a pricing package commensurate with the services and email volume they required.  Listrak was by far the lowest cost alternative.  Silverpop was second and ExactTarget was third.  ExactTarget was the only vendor that directly charged for their product.  Listrak and Silverpop embedded this in the cost of sending emails and other support services.  ExactTarget was the most restrictive in terms of user accounts.  They only included five.  After that, EPA would be required to pay in groups of five for more users.  Listrak originally had five but was willing to give EPA 15 users for the same price.  Silverpop provided unlimited user accounts.
Based on EPA requirements, the vendors priced out packages that they felt were a best fit.  Those prices are listed below:

· Listrak – between $7,000 and $12,000 per year (Listrak has Tiered pricing which means that costs will change each month based on the volume of emails that EPA sends that month)

· Silverpop - $20,000 in year 1/$16,500 in future years (no longer paying for account setup and training)

· ExactTarget - $29,500 in year 1/$27,000 in future years (no longer paying for account setup)

3.9. Evaluation

This section provides the complete team scoring for all evaluation criteria. 
	Eval Criteria
	Listrak
	Silverpop
	ExactTarget

	Functionality

	Send emails as energystar.gov with a high deliverability rate
	15.00
	15.00
	15.00

	Links in the email appear as energystar.gov
	10.00
	10.00
	10.00

	Track how many recipients are receiving, opening, and/or clicking on links provided in emails
	14.40
	13.20
	14.40

	Support multiple users
	11.40
	13.80
	11.40

	Send messages from different senders (e.g., products@energystar.gov, buildings@energystar.gov) and have any replies sent to those different groups
	15.00
	15.00
	12.00

	Create, update, and reuse email templates (both HTML and Text versions)
	11.25
	13.50
	9.75

	Manage the delivery of emails (scheduling, cancellation, virus scanning)
	12.75
	13.50
	13.50

	Create reports that provide useful metrics (e.g., bouncebacks, number of recipients, geographical delivery)
	12.00
	14.40
	13.80

	Allow recipients to easily Unsubscribe to emails
	15.00
	12.75
	15.00

	Personalize emails with information contained in iSTAR
	9.20
	8.80
	9.20

	Manage contact lists
	6.00
	9.50
	9.50

	Allow recipients to request that EPA change their email address
	2.00
	2.00
	4.00

	Scalability

	Support the sending of 1 million - 2 million emails per year
	14.25
	14.25
	14.25

	Support the development of 80-100 unique email messages per year
	15.00
	15.00
	15.00

	Store two years worth of email activity history
	10.00
	9.50
	10.00

	Integration

	Easily import contact lists from other data sources
	9.00
	15.00
	15.00

	Allow EPA system to pull data from EMS to update its own records
	15.00
	15.00
	12.00

	Usability

	Provide an interface that minimizes the need for ongoing training and user support and simplify the performance of common tasks
	11.40
	12.60
	11.40

	Security

	Meet government email security standards (e.g., NIST Special Pub 800-45)
	15.00
	15.00
	15.00

	Provide secure protection of email contacts
	15.00
	15.00
	15.00

	Limit which users can create, schedule, or send emails
	5.00
	10.00
	6.00

	Limit which sender addresses can be accessed by which users
	2.00
	2.00
	2.00

	Limit which email templates can be accessed by which users
	5.00
	3.00
	2.00

	Limit which contact lists can be accessed by which users
	5.00
	9.00
	2.00

	Administration

	Create and manage user access roles/rights to the system
	15.00
	15.00
	15.00

	Build email templates that can be provided to different users
	9.00
	12.00
	3.00

	Manage IP address information
	10.00
	10.00
	10.00

	Customer Service

	Provide highly responsive and knowledgeable customer support staff
	8.50
	9.00
	9.00

	Total Cost of Ownership

	Prices should represent best value to EPA and be appropriate for the types of features EPA requires
	14.00
	13.00
	9.00

	Pricing must allow EPA to scale up or down if needed without incurring significant additional costs
	13.00
	13.00
	13.00

	Pricing must be flexible to allow EPA to send out messages when it needs to without incurring significant additional costs
	13.00
	14.00
	14.00

	Prices should be appropriate for multi-year support and service
	15.00
	13.00
	10.00

	Ability to cancel service without incurring significant additional costs
	15.00
	15.00
	15.00

	TOTAL SCORE
	368
	391
	355


4. Recommendations
Based on the evaluation conducted, our team recommends that EPA select Silverpop as their Email Marketing Solutions vendor.  Silverpop offers EPA with a solution that meets all of EPA’s core requirements. Additionally, their solution is easy-to-use and is highly configurable.  This should help EPA to set up the system so that it can be used effectively by the different branches.  Also, EPA will be able to provide access to an unlimited number of users.
Silverpop’s integration services should offer EPA with different alternatives for how they can exchange data between iSTAR and the EMS.  This should allow EPA to automate a large part of the list creation and allow iSTAR to get updated based on information captured by the EMS (e.g., bouncebacks, unsubscribes).    

Finally, Silverpop provides competitive pricing that appears comparable with the features and services that the tool offers.  With a price of around $20,000, this fits into EPA’s “ballpark”.
5. Next Steps
Once EPA has decided on which vendor to procure, SRA recommends the following next steps to complete implementation of the EMS:
1.
Perform Procurement. EPA needs to submit a procurement to purchase the product and related services from the chosen vendor.  Final pricing contracts will likely be needed from the vendor to complete the procurement.
2.
Conduct Requirements effort with SRA for EMS/iSTAR integration. There is an identified need to integrate the EMS with the iSTAR database.  However, there are multiple ways that this integration could be performed.  Some require more development work in iSTAR.  Other alternatives require that EPA staff and contractors obtain a higher level of proficiency using the EMS.  SRA needs to work with EPA and their contractors to determine which alternative for implementation will be the best one to move forward with.
3.
Perform EMS/iSTAR Integration. Once requirements are defined, SRA will conduct all design, development, and testing activities to integrate iSTAR with the EMS.
4.
Prepare EMS for use by EPA/Contractors. Once the EMS has been procured, EPA will need to prepare the system for use.  This will require:

· identifying all EMS users and access roles;

· setting up accounts and permissions;

· setting up training for all users

· configuring the system to support specific EPA requirements;

· building needed email templates;

· creating needed contact lists (will require iSTAR integration);

· determining how EPA will need to update iSTAR based on information collected in the EMS (e.g., bouncebacks, opt outs); and 

· implementing those requirements in the EMS and iSTAR (will require iSTAR integration).
Average Score for Integration 


(out of a total possible of 30 points):





Listrak		24
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Silverpop	54
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Average Score for Functionality 


(out of a total possible 155 points):
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Average Score for Usability 


(out of a total possible of 15 points):
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ExactTarget	11.4








Average Score for Scalability 


(out of a total possible of 40 points):





Listrak	39.25


Silverpop	38.75


ExactTarget	39.25
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Average Score for Administration 


(out of a total possible of 40 points):





Listrak		34


Silverpop	37


ExactTarget	28








Average Score for Customer Service 


(out of a total possible of 10 points):





Listrak		8.5


Silverpop	9


ExactTarget	9








Average Score for TCO 


(out of a total possible of 75 points):





Listrak	70


Silverpop	68


ExactTarget	61
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