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Introduction

WE CANNOT PRAISE TOO HIGHLY the contributions that nonprofit organi-
zations make to the welfare of communities throughout the United States.
The “third sector” (after for-profit companies and the government) creates
millions of jobs and offers services that benefit millions more; nonprofit
board members, staff, and other volunteers are to be congratulated for their
Herculean efforts. We are thankful also for this nation’s longstanding phil-
anthropic tradition. Whether the economy is good or bad, whether the pre-
vailing political winds are liberal or conservative, Americans can be
depended upon to make handsome contributions to organizations amount-
ing to hundreds of billions of dollars annually.

The money is out there, even in tough economic times. For example,
according to Giving USA, a publication of the American Association of
Fundraising Counsel’s Trust for Philanthropy, more than $241 billion was
given to 1.4 million charitable organizations in 2002. This represents 2.3 per-
cent of the U.S. gross domestic product and constitutes an increase in
absolute dollars over 2001.! What is remarkable here is that 2002 was a very
poor year economically in the United States, yet people continued to give.

If so much money is potentially available, why are so many organiza-
tions suffering from too little revenue? The answer has nothing to do with
the fickleness of the public, “donor fatigue,” or the controversial nature of
certain nonprofit activities. The answer, quite simply, is that board and staff
members don’t ask for money effectively, they don’t ask often enough, and
sometimes they don’t ask—period. Every year, billions of dollars that could
be invested in the nonprofit sector are lost because organizations aren’t ask-
ing properly.

Many board members, volunteers, and staff members view fundraising
as “genteel begging” rather than as creating opportunities for citizens to
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Introduction

invest in successful enterprises through philanthropic contributions. This
book is grounded in the conviction that nonprofits are business enterprises
similar in many important respects to for-profit enterprises. As a member
of a nonprofit board, you should make sure that your organization is care-
fully managed, is fulfilling its mission, and has sufficient financial resources
at its command to implement current and future programs.

You can also learn to be an effective “salesperson” for your organization.
Although you sell concepts (for example, a healthier environment, better-
educated children, or cultural enrichment), not products, you are a sales-
person nonetheless. In soliciting new prospects, cultivating donors, and
diversifying your funding base, your fundraising job as a board member
is to satisfy the “customer” (that is, the donor) without misrepresenting
the work of your organization. Donors should be proud to invest in your
organization!

As nonprofit consultants with decades of experience working with all
types of organizations, from small start-ups to large nationwide enterprises,
we cringe when we hear the oft-repeated lament, “I was told when I joined
this board that the one thing I wouldn’t have to do was fundraising!” In
fact, the board of directors is the single most important element in nonprofit
fundraising. An enthusiastic, well-trained, and well-connected board guar-
antees fundraising success. An indifferent or hostile board with no connec-
tions to money, no determination to forge those connections, and no interest
in learning fundraising techniques gravely compromise your organization’s
ability to achieve its goals. As a member of a nonprofit board, you can and
must help ensure your organization’s financial well-being.

This book is divided into five chapters. Chapter One, “What Every
Board Member Needs to Know to Start Fundraising,” explains your fund-
raising responsibilities as a board member and presents information on
board structure and its impact on raising money. Chapter Two, “Fund-
raising Rules Underlying Successful Appeals,” explains to you the concepts
that enable you to ask for money effectively and fearlessly. In Chapter
Three, “The Board’s Role in Specific Fundraising Activities,” we describe in
detail the variety of ways that nonprofits raise funds and the board’s role
in each area. Chapter Four, “Effective Board Recruitment,” steers you away
from “anecdotal” board recruitment and toward a rational recruitment pol-
icy designed to draw folks to your board who will be of the greatest assis-
tance with fundraising and other board endeavors. Chapter Five, “Primed
for Fundraising,” deals with the critically important issues of fundraising
planning, staffing, evaluation, and working with consultants.

If you are new to the world of fundraising, we are confident that, hav-
ing completed this volume and done the exercises, you will understand
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your fundraising role as a board member and be “rarin’ to go” to corral that
tirst gift. If you are a board member seasoned in particular aspects of fund-
raising, we trust that this book will alert you to new areas in which you can
play a vitally important role and hone your fundraising skills.

A Word on the Exercises

Note

The exercises in this book are designed to give you a hands-on appreciation
of fundraising concepts and techniques. Some exercises are role plays; oth-
ers offer the opportunity for discussion about your organization’s devel-
opment efforts; still others provide the means to plan for a fiscally healthy
future.

Most of the exercises require a leader who acts as the facilitator. This
might be your board chair, your development committee chair, a staff mem-
ber, or a consultant. In some exercises, we have listed questions for partici-
pants to consider. We encourage each person to write down his or her
answers prior to beginning the discussion; this will prove more fruitful than
simply jumping in.

Exercises are of course designed for your board of directors (or a sub-
group such as the development committee), but we hope that the executive
director and development director will also be included as appropriate.
Most of the exercises (other than the role plays) can also be completed by
individual board or staff members if it is inconvenient to assemble the full
board or development committee; simply brainstorm with yourself and
write down your responses to the questions. A few exercises involve con-
sideration of confidential information; in these cases, we have given spe-
cific instructions concerning who should participate in the discussions.
Finally, we have included the amount of time that we anticipate each exer-
cise will take. This varies with the number of people participating.

A word on terminology: since, in the nonprofit world, the terms fund-
raising and development are used interchangeably, we also use both words
to mean the same thing.

1. Giving USA, a publication of the AAFRC Trust for Philanthropy, researched and
written by the Center on Philanthropy at Indiana University. http: //aafrc.org/






What Every Board
Member Needs to Know
to Start Fundraising

SINCE YOU ARE READING this book, we can assume at the very least that
you appreciate the importance of board members” involvement in your
organization’s development efforts. Although not the board’s only respon-
sibility, fundraising is often what causes the most trepidation on the part of
both new and seasoned members. A few of you may be wildly enthusiastic
about the prospect of talking to potential donors and convincing them to
invest in your organization; most of you probably find the prospect daunt-
ing. To place fundraising in proper perspective, let’s take a look at your
overall responsibilities as a board member.

The Five Responsibilities of a Nonprofit Board
Nonprofit board members have five major responsibilities:

1. To ensure sound planning and policies (write the mission and vision
statements; make sure that programs accord with the mission)

2. To ensure good management (evaluate, hire, and if necessary fire the
executive director; review personnel policies)

3. To ensure sound resources and financial dealings (assist with fund-
raising and public relations; guarantee financial accountability)

4. To ensure compliance with legal requirements (file required papers and
act as a trustee/fiduciary; comply with bylaws)

5. To ensure good governance (conduct a periodic board self-evaluation;

keep minutes; recruit new members; update bylaws as appropriate)

Being an effective board member means more than just showing up at meet-
ings; it requires staying informed and asking difficult questions, participating
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in planning and policy making, ensuring a sound financial footing, and mon-
itoring and evaluating the management and governance of the organization.

Specific Board Fundraising Responsibilities

A critically important part of good board management is ensuring the avail-
ability of adequate funds. What specifically should nonprofit board mem-
bers do in this regard? As a nonprofit board member, you have four
fundraising responsibilities:

1. To make a financial contribution to the extent of your capacity. Some
board members can make only a token gift annually; others can give $5
million. Each of you should make a “stretch” gift every year, regardless of
the specific amount. Other funders—particularly foundations and major
donors—will consider making contributions only if everyone on the board
has made a capacity gift. It is much easier to ask for money if you have put
your money where your mouth is!

2. To solicit contributions from your friends, relatives, and colleagues.
The most important reason that a person makes his or her first contribu-
tion to a nonprofit organization is that the right person asks. You should
be prepared to approach the individuals on your Christmas, Chanukah,
Kwanzaa, Ramadan, or Solstice card list on behalf of your organization.
These approaches may be for a direct mail contribution, a seat at a special
event, a major gift, or a planned gift.

3. To assist with recruiting new members to your board of directors
who have the clout and connections to ensure the success of the fundraising
effort. To achieve critical mass when it comes to fundraising, your board
must contain at least a few people of means who have the ability to make
sizeable contributions and the desire to “put the arm” on friends and col-
leagues. Peer-to-peer fundraising is the name of the game.

4. To oversee your organization’s fundraising efforts. As a board mem-
ber, it is not your responsibility to write grant proposals or enter donor
information in the database (unless there is no staff). You are responsible,
however, for making sure that your organization is pursuing funds by every
appropriate means. The board mandates preparation of a written fund-
raising plan and reviews fundraising activities periodically to ensure timely
and comprehensive implementation of the plan.

As fundraising consultants, we have worked with thousands of board mem-
bers at hundreds of nonprofit organizations, and it is rare indeed for any-
one to say, “Naturally those are our responsibilities! Lead on!” We face
instead a variety of concerns about each responsibility.
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Making a Financial Contribution

to the Extent of Your Capacity

First, with reference to making their own financial contributions, typical
objections and complaints voiced by board members include:

“I give my time, and that’s more valuable than money!”
“What difference can my small gift make to a huge nonprofit like this?”
“I serve on three nonprofit boards. How can I contribute to each one?”

We certainly appreciate the time that board members donate, but this
doesn’t replace money. If you are a consultant in the field of public health
who bills at $350 an hour and you spend five hours per month on nonprofit
board work, this does not equate to $1,750, because $1,750 does not appear
magically in the organization’s bank account. Of course volunteer hours
matter—but so does money.

If your organization has an annual budget of $10 million, why should
anyone care about your contribution of $250? Two reasons: first, the huge
majority of that $10 million may be restricted to particular projects, and your
$250 unrestricted contribution is therefore extremely helpful in meeting such
mundane expenses as utility bills and purchasing copy paper. Second, your
modest contribution is vitally important philanthropic advertising. Prospec-
tive major individual donors are likely to ask solicitors from the board if they
have made contributions themselves. The right answer? “Yes, and my gift
was the largest I've ever made to a nonprofit organization,” or “Yes, and it
was a real stretch, but that’s how much this organization means to me.” Some
nonprofit board members serve on more than one board, and their largesse
is therefore spread thin. We appreciate this problem and ask only that board
members do the best they can to bolster each organization’s revenues.

Soliciting Contributions from Your

Friends, Relatives, and Colleagues

The very idea of asking friends for contributions fills many board members
with fear and loathing. When we conduct board fundraising trainings, we
always ask this question: “How many of you would rather ask a stranger
for a large gift than a friend?” Inevitably, the majority of the folks in the
room raise their hands. Our response? “Ladies and gentlemen, you're going
to have to get over it.”

Why? Because the most important tactical issue in fundraising is access.
How do you gain access to folks with money and the desire to help a wor-
thy organization? You clearly do not have access to strangers; sending a let-
ter to Mr. and Ms. Dinero on Plush Drive requesting a contribution is
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pointless unless someone in your organization knows Mr. and Ms. Dinero
personally. We understand that not every board member has well-heeled
friends and colleagues, but everyone knows folks who could make modest
contributions. The folks whom you know will at the very least grant you an
audience or be willing to read a request letter to which you have appended
a personal note. As we discuss later in this book, you must learn to over-
come the fears that keep you from asking your intimates for contributions.

Recruiting New Members with Clout and

Connections to Your Board of Directors

Board members at small- and medium-sized organizations are often reluc-
tant to invite folks with money and connections onto their board. This reluc-
tance is equal parts fear of being intimidated and what we term “reverse
chic.” Current board members worry that someone with money and clout
will so intimidate them that they will never say another word at a board
meeting. Conversely, they honestly believe that a person of means could not
possibly relate to the work of their organization!

For example, one client, a small modern dance company in a large city
on the West Coast, called us for a board consultation. The dance company
was five years old at the time of our meeting; its initial funding included
grants from foundations and government agencies, as well as modest con-
tributions from local businesses. The board was made up of dancers, chore-
ographers, and friends of the artistic director. The grants and contributions
were drying up, and they needed advice on what to do next.

We suggested that they needed to raise funds from individuals; to do
so, it was vitally important to expand their board. “How about asking the
manager of the bank branch at which you do business to join your board?”
we suggested. Their reaction spoke volumes about intimidation and reverse
chic: “What?” said one of the current board members. “What could a bank
manager possibly know about modern dance?”

There are two issues here. First, the bank manager is not being asked to
choreograph a production; what matters is that he or she cares a great deal
about dance. More important, to dismiss the idea of a banker serving on the
dance company’s board is to deny the board a powerful fundraising ally.

Overseeing Your Organization’s Fundraising Efforts

Finally, board members are often uncomfortable in the role of overseer of the
development effort. They would rather cede this responsibility to staff.
“Thank heavens we’ve hired our first development director,” board members
often say. “No more fundraising for us!” In fact, a good development direc-
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tor makes your board work hard and consistently at fundraising. In addition,
the development director and executive director look to the board for guid-
ance in planning and implementing all facets of your fundraising effort.

As discussed in Chapter Five, the board should commission a written
fundraising plan, to be prepared either by the development director or a
consultant. The plan gives your organization its fundraising marching
orders for three years. As a board member, it is your responsibility to review
the plan periodically and interview staff to determine whether all necessary
steps have been taken to implement it.

A Healthy Board

Healthy organizations raise more money than their ailing counterparts. At
Zimmerman Lehman, we believe board health depends upon an effective
chairperson, functioning committees, and stable operations. The chair-
person is an informed and enthusiastic leader. He or she chairs board meet-
ings, meets regularly with the executive director to review operations, and
stays in touch with committee chairs to make sure that committees are oper-
ating smoothly (more on this later). The board chair is also responsible for
soliciting financial contributions from all board members.

An effective nonprofit board relies on standing committees to do the
lion’s share of the work. Every member of your board should be responsible
for serving on at least one committee:

* Executive: sets the board agenda and makes emergency decisions between
board meetings on behalf of the entire board

¢ Finance: oversees fiscal operations

* Nominating: reviews current board composition, makes recommenda-
tions concerning the background of new members, and interviews pro-
spective members

* Personnel: prepares personnel policies and evaluates the executive director

* Program: monitors program operations and makes recommendations to
the executive director

* Public relations: gives the organization a higher profile in the community
by speaking at appropriate public gatherings and serving as contact
people with print and electronic media

* Membership: those organizations whose members directly elect the board
of directors—a small but hardy minority—should also have a board
membership committee to determine such things as categories of mem-
bership and requisite dues
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* And of course, fundraising: in one form or another, every board member
contributes to your organization’s financial well-being, though certain
members have a greater flair for, or interest in, the art and science of solic-
itation; these individuals belong on your board’s fundraising committee

The job of the fundraising committee is to provide expert advice and assis-
tance to both staff and board. For example, if your organization plans to
conduct a direct mail campaign, fundraising committee members should
meet with executive staff to discuss the overall concept for the campaign
and brainstorm with staff about appropriate mailing lists. Committee mem-
bers should not draft direct mail copy—that is the responsibility of the staff
or a consultant—but should offer oversight and support to ensure a suc-
cessful campaign.

It is important to note, however, that the entire fundraising committee is
not responsible for every fundraising activity. A labor-intensive project such
as a special event requires an ad hoc committee made up of some members
of the fundraising committee and other volunteers who are particularly inter-
ested in the glitz and glamour of an event (and who bring important skills to
the table). The fundraising committee is responsible for spearheading your
organization’s annual evaluation of the fundraising effort. Committee mem-
bers must therefore be sufficiently aware of all facets of your fundraising
operation to be able to prepare a useful and comprehensive evaluation.

Finally, an effective board must operate soundly and consistently. The
board must meet often enough to tackle important issues; annual board
meetings simply do not afford this opportunity. A sufficient number of mem-
bers must show up at every meeting to constitute a quorum, and minutes
and other materials must be distributed to members at least a week before
the meeting. The executive committee—which, as indicated, draws up the
agenda—should indicate a time limit for each agenda item. If the board goes
beyond the allotted time, a motion must be made and passed to extend the
time for that item. We highly recommend the use of Robert’s Rules of Order
to ensure that meetings proceed expeditiously. Though it might appear that
we have strayed from the topic of fundraising, we have discovered in our
work with nonprofits that happy board members raise money. A board that
operates with intelligence and dispatch keeps its members happy.

Advisory Boards

Some organizations have done well with a fundraising entity separate from
the board of directors (variously termed an “advisory council,” “advisory
board,” or “friends of the organization”). A group of this sort usually com-
prises individuals who are not interested in board membership but are



Campaigns

What Every Board Member Needs to Know to Start Fundraising 7

excited about adopting the organization as their “pet charity,” or lending
their name to the development effort. For example, a disabled advocacy
program in southern California convened an advisory council made up of
Hollywood personalities who were not interested in membership on the
board of directors but who believed in the importance of the organization’s
work. The advisory council has raised many millions of dollars on behalf
of this nonprofit through such special events as dinners and auctions.

Three words of warning, however, about convening a separate advisory
council. First, the council requires staff time to keep members apprised of
meetings and current issues, and staff time may already be in very short
supply. Second, a person may be recruited to the council who would really
rather get his or her hands dirty by serving on the board of directors. Don’t
assume that a famous and wealthy person wouldn’t be interested in mem-
bership on your board of directors! Third—and most important—the exis-
tence of something like a fundraising advisory council or friends committee
does not absolve the board of directors of its fundraising responsibilities. A
separate fundraising group is an appealing add-on, but the board of direc-
tors remains vital to the development effort.

It is important to understand that fundraising should be done within the
context of a campaign. Why is this important? Because episodic fundraising
(what we call “let’s put on a play” fundraising) doesn’t work. A direct mail
campaign here, a special event there simply won't be effective. The best
fundraising is done under the umbrella of a campaign.

Each campaign has a beginning and ending date, a dollar goal, and a
schedule of activities. Also, every board member, staff member, and other vol-
unteer in the campaign has marching orders describing exactly what he or she
is responsible for, plus the anticipated date of completion. As a board mem-
ber, you must be clear about what each campaign entails before you can do
effective fundraising. We highlight a few of the most common kinds of cam-
paign here, but any fundraising campaign should follow these guidelines.

Annual Campaign

As its name implies, the annual campaign is carried out every year to raise
funds for your organization’s general operating expenses and for particu-
lar projects. We strongly recommend that all fundraising other than capital
and endowment campaigns (discussed later) be placed under the aegis of
the annual campaign. In fundraising, each activity should fit into an over-
all scheme: the direct mail campaign that you conduct in January has a



Boards That Love Fundraising

direct impact on the special event that you do in June and the telephone
solicitation that you run in October. All are part of the annual campaign.

What you as a board member are “selling” when raising funds for the
annual campaign is your love for and excitement about your organization.
Certainly you should be armed with relevant statistics and good stories, but
what closes the sale is your personal commitment to your organization’s
goals and programs. As a board member, you are responsible for oversee-
ing timely implementation of the annual campaign and for the particular
activities described in Chapter Three.

Capital Campaign

A capital campaign raises funds for a building purchase, building renova-
tion, land acquisition, or purchase of a large piece of equipment. In our
experience, a capital campaign attracts money more easily than an annual
campaign for two reasons: it is tangible (“My $20,000 helped pay for this
classroom”) and it offers donors the opportunity to have their name placed
on a building, wall, or individual computer.

A successful capital campaign depends upon committed and enthusi-
astic board members. Management of the capital campaign is the responsi-
bility of the capital campaign committee (see “Campaign Committees”
later), which is composed of board members, staff members, and other vol-
unteers who are passionately committed to the work of the organization. A
capital campaign may last for as little as one year or as long as six years or
more, and it depends on a combination of funding strategies.

Endowment Campaign
An endowment is a sum of money whose principal may not be touched by
your nonprofit; only the interest generated from the principal is available
to be spent. Donors who give to an endowment campaign are excited about
building a corpus of funding that will generate income for your organiza-
tion for many years to come.

If your organization is relatively new, we do not recommend establish-
ing an endowment. You must demonstrate a significant record of achieve-
ment if you are to convince a prospective donor to make an endowment
investment. Also, many donors want to see their money put into play
immediately. An endowment is not attractive to these folks.

If on the other hand your organization boasts an impressive record of
achievement, and if you can line up a donor who is prepared to make a very
large gift, you should certainly try to get an endowment program off the
ground. With appropriate nurturing, your endowment corpus will grow,
and the resulting interest represents significant organizational income.
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Campaign Committees

The overall responsibility for your campaign lies with the campaign com-
mittee, which is made up of board members, the executive director, the
development director, and other volunteers (this latter category might
include ex-staff, ex-board, donors, clients, or community volunteers).

The committee sets dollar goals and approves a campaign theme and
timetable. Members are responsible for asking for gifts. The committee
interviews consultants or employees who will staff the campaign. Staff
responsibilities include preparing a calendar and written materials for the
committee, scheduling meetings, conducting research, and reminding vol-
unteers of their commitment to the campaign.

The campaign committee should include a variety of volunteers who
will ensure the campaign’s success. For example, the capital campaign com-
mittee responsible for building a health clinic should include (in addition
to appropriate board members) doctors and other medical staff who can
movingly describe the importance of the clinic. Among the details that the
committee should address are these:

¢ Developing a campaign timetable and budget

* Developing a theme or “case” for the campaign; the committee must
explain the particulars of the campaign and why it will improve your
organization’s services to clients

¢ Brainstorming to determine who the best prospects are and how much
to request from each

¢ Determining the “naming opportunities”; if you are purchasing or con-
structing a building, how much will it cost a donor to have his or her
name on a room? a wing? the entire building?

* Developing appropriate recognition opportunities for those donors
whose gifts don’t qualify them for naming status

¢ Making sure the staff prepares comprehensive materials for solicitors,
including research reports on prospects and “crib sheets” that solicitors
(askers) can turn to for vital campaign details

¢ Deciding whether and when to hold a campaign kickoff event
¢ Thanking donors promptly and imaginatively

We cannot emphasize too strongly the importance of each committee mem-
ber asking for gifts. The success of your campaign rests on skilled and deter-
mined solicitors. The committee must therefore schedule training sessions
that will, as we explain in Chapter Two, help members overcome their fear
of asking and equip them with the skills to ask convincingly.



Chapter 2

Fundraising Rules
Underlying Successful
Appeals

FUNDRAISING DOES NOT OCCUR in a vacuum. If as a board member you
are to solicit contributions effectively and consistently, you need to under-
stand the concepts that underpin successful fundraising. For example, a suc-
cessful direct mail campaign depends on the board understanding that
people give money to people. This makes it easier to enlist the board’s help in
appending personal notes on letters to friends and colleagues. If your board
hopes to solicit major individual gifts, you must understand that fundraising
is done from the donor’s perspective. Getting the prospect talking about his or
her interests and concerns paves the way to getting a big gift.

Zimmerman Lehman developed these rules after many years of pro-
viding training and consultation to hundreds of nonprofit organizations.
Board and staff members who understand and apply these rules are well
on the way to raising the money needed to maintain and expand valuable
efforts.

Programming Determines Funding

10

Before you can begin to raise money, you must know what you are raising
the money for. What are the current and future programs for which your
organization is seeking funds? If you don’t have a strategic plan, you need
to develop one, or at a minimum a comprehensive, current mission state-
ment to guide and direct you in your fundraising efforts. (See Exercise 1.)

Funders particularly like to hear that you have thought about every
detail, have a plan of action, and now simply need the funds to move for-
ward (which is exactly what a for-profit company must do when it tries to
raise capital). You should address these questions:
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What does your organization want to do in the world?

What are your goals?

How do you intend to implement them?

What will it cost?
¢ Where will you find the money?

Do not make the mistake of first examining what funders are interested in
and then designing your programs to align with their interests. This is
tempting, but it’s the first step on the road to ruin. An organization that has
a history of chasing the money often ends up as a pastiche of special
projects, few of which accord with the organization’s original mission.

Take, for example, an after-school program whose mission is to help
boost the math and science achievements of junior high school girls. One
day the director of the project is approached by a grantor seeking to fund a
sports project for girls. The executive director is faced with a dilemma:
accepting the grant would bring much-needed money to the organization,
but the project is not in accordance with the organization’s mission. She
turns to her board members, who tell her to resist the temptation, knowing
that the new grant would distract staff from its mission and possibly under-
mine the agency’s core programs.

Mission Statement

Of course, not all funding opportunities are as black-and-white as in this
example. Your mission statement and strategic plan are the rudders that
keep your organization on course in developing programs and securing
donations. Every nonprofit needs a concise and comprehensive mission
statement; a clear sense of mission and direction inspires staff, board, and
volunteers.

It is the job of the board of directors to write the mission statement and
amend it should circumstances so dictate. The mission of the organization is
the reason for its existence; therefore the mission statement should answer
these questions:

¢ What need are you meeting?

Whom do you serve?

What are your geographic boundaries?

What problems are you attempting to solve?

Through what methods and programs do you make the effort to solve
these problems?
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Here’s an example of the mission statement of a statewide foster youth

empowerment organization:

California Youth Connection, an organization that is guided, focused, and
driven by current and former foster youth, promotes the participation of
foster youth in policy development and legislative change to improve the
foster care system. California Youth Connection strives to work with deci-
sion makers to improve social work practice and child welfare policy.!

The purpose of the mission statement is twofold: to articulate your goals
for all to see and to determine whether new program ideas fall within the
scope of your organization. If the California Youth Connection executive
director approached her board with plans to initiate a program on behalf of
adoptive infants, this would fly in the face of the mission statement. The
board of directors would then have to do one of two things: reject the new
program because it does not fit within the mission statement, or amend the
mission statement to include the new program. As the folks with ultimate
responsibility for overseeing the organization, board members must review
the mission statement annually to ensure its continued appropriateness.

Strategic Planning

If a mission statement is a concise treatment of your organization’s vision
and values, a strategic plan is the game plan for helping your organization
achieve that vision and manifest those values through its programs.

A strategic plan is crucial to fundraising. Before your organization is
ready to conduct effective fundraising, you must know where you are going
in the next three years and how you intend to get there. In final form, the
strategic plan includes your organization’s vision, mission, goals, objectives,
and specific activities in the next five years. Your fundraising pitches will
be compelling and credible thanks to the focus and specificity of your plan.

For each organization you should have the elements seen in Exhibit 2.1.

Getting People to Ask

Even in tough economic times, there is more than enough philanthropic
money to go around. Between 2000 and the end of 2002, for example, when
the U.S. economy was perilously close to deflation, Americans gave away in
excess of $672 billion to charity. Do the math: can 1.5 million nonprofits sur-
vive on an average of $224 billion per year?* We think they can. Your princi-
pal concern, then, is not whether donors will contribute; it is whether you
can secure the consistent, imaginative support of board members, staff mem-
bers, and other volunteers in planning campaigns and asking for money.
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EXHIBIT 2.1

Vision
The broadest and brightest view of the future
Mission
The What? How? Who? in a few sentences

Goals

Broad aim or purpose

Objectives

Quantifiable measures to achieve goals

Tasks

Activities required to achieve objectives

EXERCISE 1
Programming Determines Funding

Participants: This exercise requires a facilitator and can be done with the entire
board and executive staff.

The facilitator picks one project currently offered by your organization or being
considered for the near future. Here are questions to consider:
+ How does this project relate to your mission?
+ How and why was the project initiated?
+ Isit because the client community demanded it?

+ s it because staff or the board thought it would serve the needs of the
client community?

+ Isit because it is something we've always done?
+ Isit because we knew it was fundable?

+ Is this project included in your strategic plan?

Think next about what this project might look like if sufficient funding were avail-
able. (This is a strategic planning exercise and is included here to point out how
much of what you do is restricted by current available funding. This book is about
helping you develop the skills to create new funding streams.)

Time: Twenty-five to thirty-five minutes




14

Boards That Love Fundraising

You Are Not Inferior

Many board (and staff) members suffer from a terrible inferiority complex.
They assume that fundraising is a process of going on bended knee to the
donor, asking for the least possible amount of money, and being graced
from on high with a contribution.

No! Fundraising means getting in people’s faces (politely) to let them
know that, if they are not giving to your organization—and giving a sig-
nificant amount—they are missing an important opportunity. You should
make every effort to limit use of such words as gift, contribution, and dona-
tion and instead think of fundraising as an investment in a successful com-
munity enterprise.

As noted earlier, being a board member of a nonprofit is not much dif-
ferent from being a board member of a corporation. Board members and
fundraisers are salespeople: you are selling the benefits that will accrue to
the community thanks to the donor’s investment. We sell concepts (a
cleaner environment, a healthier population, better-educated children), not
products, but we are salespeople nonetheless. A donor’s decision about
whether to give and how much to give is no different from his or her deci-
sion to invest money in corporate stock. When an individual “invests” in
your organization, the “return” is the benefit your organization bestows on
the community—be it cultural, environmental, educational, health-related,
or in any of a variety of other disciplines.

Your organization provides a service to the community, and philan-
thropists pay for that service. It’s a quid pro quo arrangement, not tin-cup
begging. Keeping this principle in mind enables you to raise money as
boldly as any business seeking to grow its revenue through sales and
investments.

It is also vitally important that your organization ask for money in as
many ways as are appropriate. In the next chapter, we review in detail the
fundraising techniques available to nonprofits. It is the rare organization
that is raising money in every way available to it. Whether it is solicitation
of gifts by mail, special events, proposals to foundations, fees for services,
or any of a host of other avenues, chances are your organization is missing
at least one opportunity and probably more.

You Need Not Fear Asking for Money

Most board members fear fundraising. All too often the executive director
or development director accedes to this fear. Board members are relieved
of their fundraising duties, and staff members do what they can to solicit
small foundation grants and modest individual contributions. Big gifts?
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They never make it onto the organization’s radar screen, because the peo-
ple who should be doing the asking—the board members—fail to pick up
the ball.

The bad news: the typical organization fails to identify all of its major
donor prospects. Some don’t identify any. As a result, individuals who
could give thousands or tens of thousands of dollars are sent direct mail let-
ters requesting contributions of $100 or less. The good news: hundreds of
millions of dollars could be gained every year by the simple decision to pur-
sue major gifts.

Please understand first that, in asking for a contribution to the nonprofit
on whose board you serve, you are not asking for a personal loan. Rather,
you are so enthusiastic about the work of your organization that you want
to give your friends the opportunity to participate in the life of the organi-
zation by making a contribution.

Some years ago, a member of our consulting firm accompanied the
board president of a legal aid program on a solicitation visit to the manag-
ing partner of a large local law firm. The board president and the consul-
tant described the good work of the legal aid program and emphasized the
importance of support from law firms. The managing partner listened
politely to the pitch and replied: “Thank you for your presentation. I love
the work that legal aid does. To tell you the truth, I'd much rather work for
legal aid than for this stuffy downtown firm. Unfortunately, I have a big
mortgage and two daughters in college; considering the salary you could
pay me, I couldn’t possibly work for you. And I'm so busy I don’t even have
time to volunteer at legal aid. The least I can do is give you some money!”

The managing partner wanted to demonstrate her respect and affection
for legal aid. She couldn’t do so by working, or even volunteering, there,
but she had an option: a financial contribution. Money in this context is not
an end; it is a means to connect with an organization that excites the donor’s
imagination.

Fear and Loathing About Fundraising
Let’s look at the fears that keep us from raising funds. In our experience,
the most common fears are rejection, embarrassment, and the quid pro quo.
Rejection is the fear we encounter most frequently: “If I ask a colleague for
a contribution and he or she says ‘no,” then, like the wicked witch in The
Wizard of Oz, I will melt into the floor, never to be heard from again.”

In convincing you not to fear rejection, it’s useful to think of a vacuum
cleaner salesperson going door-to-door. If that salesperson goes to thirty-
tive houses and sells ten vacuum cleaners, was that a good day or a bad
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day? It was a fine day, even though twenty-five of the thirty-five prospects
said no! The fact that many people will say no to your solicitations is not
the point. What matters is this: if you do appropriate donor research and
approach prospects intelligently and respectfully, enough of them will say
yes to make your efforts worthwhile.

What about embarrassment? We noted earlier that the most important
tactical consideration in fundraising is access to the prospective donor, yet
most folks are terrified to ask intimates for contributions. Why do we fear
asking the people who are closest to us? Some folks think that fundraising
is embarrassing, obnoxious, and invasive; asking for a contribution, they
believe, is trading unethically on a friendship.

It’s odd, isn’t it? We live in a capitalist society, yet the most embarrass-
ing subject in our society is money. Many of us were taught as children that
it is bad form to inquire how much someone makes, or to estimate how
much someone is worth. Board members have transferred this prohibition
into the fundraising realm—where it does not belong. Again, we are giv-
ing people the opportunity to feel good by helping an organization that is
doing important work. We mustn’t let embarrassment about money get in
the way.

The third fear we often encounter is the quid pro quo: “If I ask a friend
for a contribution to my organization, what’s to stop him or her from ask-

EXERCISE 2A

Fundraising Fears

Participants: This exercise requires a facilitator and should be done with the entire board.

At a board meeting, the facilitator asks this question: “How many people in this room would consider it
fun to sit across the table from a friend and ask for a contribution to our organization?” Trust us: most
people will not raise their hands. If anyone does raise a hand, ask why he or she thinks this would be fun.
Ask the others if they agree. For those who did not raise their hands, ask them to write down their fears
of asking, collect them, and summarize on a flipchart. Put a check next to each fear for each additional
person who shares that fear.

Review each fear; discuss as a group and attempt to defuse it by referring to the material in Chapter Two,
looking at your own cultural biases around money, and developing a group response for each fear. If you
have a large group, you can divide members into subgroups of three or four. Assign one fear to each group
and ask group members to discuss the fear and develop a group response. Have one person report each
group’s response to the full meeting and write them on a flipchart.

Time: Twenty-five to thirty-five minutes
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ing me for a contribution to his or her favorite organization six months from
now?” The answer? Nothing at all. But talk about a poor reason for not
doing the fundraising! Your friend may or may not give to your organiza-
tion; you may or may not give to your friend’s. The sun will come up
tomorrow. In our many years working with nonprofits, we have never
heard of a friendship destroyed by Person A asking Person B for a philan-
thropic contribution. If you—the board member/solicitor—view fund-
raising as empowering and ennobling rather than invasive and obnoxious,
you will succeed. Fundraising techniques—which we discuss later—can be
learned with relative ease. The real work is convincing you of the validity
and decency of the fundraising enterprise.

EXERCISE 2B
Responding to a Solicitation

Participants: This exercise requires a facilitator and should be done with the entire board or the develop-
ment committee.

The facilitator asks everyone to close his or her eyes, take three deep breaths, and imagine this scenario:

An old high school friend of yours has asked you to have lunch to discuss her work as a board
member of a children’s leukemia organization. She communicates her enthusiasm for the pro-
gram and her deep respect for the staff and board members. She tells you a story about Maria, a
lively seven-year-old who has leukemia. Two years ago, Maria had a chemotherapy treatment and
lost all her hair; the leukemia appeared at the time to be in remission. Recently, however, Maria
has undergone a bronchoscopy because her doctor fears a fungus has developed in her lungs.
Her doctor now recommends a bone marrow transplant. He says the transplant will afford Maria
a 75 percent chance of full recovery; without it, he gives her a year.

Your good friend now explains the role that you can play in helping the organization. Maria
comes from a large family that has exhausted all its resources on her care. They need an addi-
tional $75,000 for the bone marrow operation. Your friend then asks for a contribution to help
defray the costs for Maria’s operation.

The facilitator then asks the group to open their eyes and think about how they would respond to the
solicitation. The facilitator asks these questions and leads a discussion on each one:

+ Do you fear that if you say no, your friendship will go down the drain?

+ Are you embarrassed by your friend’s request?

+ Do you spend the entire time preparing to ask your friend for a big gift to your own organization?

+ Do you agree to make a contribution? Why? Why not?

Time: Twenty to thirty minutes
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People Love to Give Away Money

This may seem counterintuitive, but it’s true: a warm and glowing feeling
comes over people when they make big gifts. Our job as fundraisers is to
give people the opportunity to feel good about themselves through the act

of giving.

Nonprofit board members get in their own way all the time when it
comes to fundraising because, as we have noted, they view the effort to
solicit money as invasive, onerous, and embarrassing. The fact is, most peo-

ple appreciate being asked, and they enjoy investing in a successful com-

munity enterprise.

EXERCISE 3
What Moves People to Give

Participants: This exercise requires a facilitator and should be done with the entire board.

The facilitator asks everyone to close his or her eyes, take three deep breaths, and consider this scenario:

Imagine that you won $10 million in the lottery six months ago. Also assume you are someone
who likes the limelight. Each year, your organization, of which you have been a board member for
ten years, sponsors a large and festive sit-down dinner with many community members, public
officials,and board members in attendance. Your organization has recently initiated a fundraising
campaign to purchase a permanent facility and plans to announce the start of the campaign at
this year’s dinner.

Having informed the organization that you would like to make a sizeable contribution to the
building campaign, you have been asked to announce it at the dinner. You are dressed in your
best suit or outfit for the evening and your family and friends are sharing your table. Music has
been playing all evening and everyone is having a marvelous time. The music stops; the board
chair comes to the podium. He or she reviews the fabulous work of your organization, explains
the need for a permanent home, and announces the commencement of the campaign. You are
called to the podium and are now standing at the dais about to hand the board chair a check
for $500,000.

The facilitator then asks the group to open their eyes and think about these questions:

What moves you about this moment?
What brings tears to your eyes?
Why have you chosen this organization?

What would you say to honor the organization as you hand over the check?

The facilitator records the discussion points on a flipchart and initiates a discussion.

Time: Fifteen to twenty-five minutes
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Consider even a partial list of the good things someone gets by making

a financial contribution to a nonprofit organization:

¢ The satisfaction of helping an organization that is devoted to a cause
about which the donor cares deeply

¢ The satisfaction of helping an organization that the donor knows is
doing a great job

¢ The pleasure of responding positively to a friend or colleague who has
made the solicitation

¢ The opportunity to invest in an enterprise that benefits the community

¢ The opportunity to be honored and celebrated for one’s generosity

¢ The opportunity, through a memorial gift, to honor someone whom the
donor loved

¢ The opportunity to create a legacy that will last long after the donor’s
passing
¢ The tax benefit (this is important in the realm of planned gifts but is of

less consequence with regard to other types of contributions)

It bears restating: our job as fundraisers is to enable people to feel good
about themselves. Our work isn’t embarrassing; it's ennobling!

People Give Money to People

This is one of those hoary clichés in the world of fundraising that happens
to be gospel truth. The most effective way to raise money is to make sure
that the right solicitor asks the right prospect for a gift at the right dollar
level at the right time. Like it or not, “who knows whom” is at least as
important as what an organization is doing to benefit the world.

Those of you who haven’t forgotten your high school geometry may
remember the notion that something can be necessary but not sufficient. It
is necessary for your organization to provide a valuable service in a cost-
effective manner. It is necessary to write concise, hard-hitting letters of
intent and full proposals. What gives fundraising sufficiency, however, is
the right person asking the right other person for the gift.

Consider two scenarios in which your organization is attempting to get
a grant from a foundation. In scenario A, your director of development
writes an extraordinarily powerful funding proposal and sends it cold to
the foundation (that is, your organization has no personal connection at the
foundation).
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In scenario B, the president of your board plays golf with the president
of the foundation that is being solicited. No proposal has yet been submit-
ted, but on the eighteenth green, the board president scribbles something
about your organization and its needs on the back of an envelope and hands
it to the foundation president. “Give this some thought, Darlene,” says the
board president. Which scenario is more likely to produce a grant? Scenario
B, of course (provided that a well-written proposal follows upon this initial
contact in a timely manner).

Here is a more modest but still pertinent example: a board member of
a client of ours was approached recently by his next-door neighbor for a
contribution to a nonprofit working to combat heart disease. There is no his-
tory of heart disease in this board member’s family, but he gave his neigh-
bor a contribution. Why? Because she asked for it. If she had approached
him on behalf of an organization working to eradicate diabetes—there is no
diabetes in his family either—would that have mattered one whit? No, he
would have given her a contribution just as readily, simply because she
asked for it! The personal connection, then, was paramount.

EXERCISE 4
The Personal Touch

Participants: This exercise requires a facilitator and should be done with the entire
board.

The facilitator asks each person to read this text:

It is near the holidays. You come home from a long day at work, take off
your coat, and begin to look through the mail. Among the holiday cards,
bills,and magazines are three letters. The first is from a national organiza-
tion; above the printed return address on the outer envelope is the hand-
written name of your dear college roommate whom you haven't seen in
years. The second is from a neighbor down the street (the letter is a solici-
tation from a local nonprofit, but you can't tell that from the outer enve-
lope). The third is from a local nonprofit (no personal identifier here).

Discuss:

+  Which letters do you open?
+  Which get put away for future consideration?

+  Which go straight to the recycling bin?

Time: Ten to fifteen minutes
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Your organization must therefore enlist all its board members, staff peo-
ple, alums, volunteers, and other “organizational intimates” to solicit con-
tributions from their friends, relatives, and colleagues. This constitutes your
organization’s initial hot list. Too many organizations focus their energy on
strangers whom they believe will be interested in their work. Go after the
folks you know first, and troll for interested strangers later.

Fundraising from the Perspective of
the Donor, Not the Applicant

Fundraising is sales and marketing. That’s right: sales and marketing. Rais-
ing funds is exactly like selling soap. If your friendly neighborhood multi-
national hand soap corporation wants to market a new brand of liquid soap,
what does the company do? It convenes a focus group of potential con-
sumers to ask them such questions as “What color should the soap be?”
“How should the bottle be shaped?” “Is patchouli or vanilla a more desir-
able scent?”

Oddly enough, this is our job as fundraisers, too: to figure out what the
customer—that is, the donor—wants, and to sell him or her our product
without compromising our product’s integrity. The single biggest mistake
organizations make when they try to raise funds is that they trot out one
and only one description of their work and cast that tasteless bread upon
the funding waters.

An example: we served as fundraising counsel to a national public inter-
est policy organization working on behalf of poor and mistreated children.
We taught the board members these guidelines: if you are talking to some-
one of a politically conservative bent and you hope to raise big money,
emphasize “combating juvenile delinquency.” If you are talking instead to
a liberal person, emphasize “empowering youth.” The point was—and is—
to talk the donor’s talk without misrepresenting the organization.

Note here the importance of research. If we know the political predilec-
tions of our prospects, we can make the case much more effectively than if
we're limited to guesswork. The more you know about a prospect, the more
effective you'll be in your fundraising work. Board members are not
expected to do formal research on prospective donors. All we want you to
do is to give staff pertinent information about those friends and colleagues
whom you intend to approach for contributions.

Consider the importance of research as it relates to securing a grant from
a foundation. If your organization writes to twenty-five foundations, staff
had better send twenty-five very different letters, each emphasizing the
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buzzwords of interest to the particular grantor. If the Endless Lucre Foun-
dation uses the word empowerment fourteen times in its annual report,
wouldn’t it make sense to use the word empowerment in the letter you send
to the Endless Lucre Foundation? This would seem obvious to the point of
being simplistic, but most organizations don’t get it. They write what they
want about their organizations without giving any thought to what the cus-
tomer/foundation wants to hear. Cookie-cutter letters simply will not fly.

Sales and marketing: we’re selling concepts, not products, but we’re
salespeople and marketers nonetheless. That’s why research is such an
important part of fundraising. The more we know about a foundation—or
corporation, or major donor, or recipient of a direct mail letter—the better
we’ll target the fundraising approach according to the interests of the par-
ticular prospect. Put yourself in your customer’s shoes, and you'll be well
on your way to raising big bucks.

EXERCISE 5

Organizational Sales Pitches

Participants: This exercise requires a facilitator and should be done with a small group composed of board
members, other volunteers, and staff.

The facilitator asks everyone to discuss this scenario:

Imagine that you will pursue three funders for your organization. What are three distinct ways in
which you might describe the work of your organization so that it appeals to the specific inter-
ests of each funder, without misrepresenting the organization? For example, think about the
pitch you might make to a politically conservative funder as opposed to a liberal one. Also con-
sider emphasizing particular projects; for instance, if you have an after-school program and a
reading program, which do you think would appeal to a donor whose child is dyslexic? Or per-
haps you serve a minority population; what might you emphasize depending on the race or eth-
nicity of the donor? This is not about promoting stereotypes among donors but rather learning
(and as we discuss later, researching) the particular proclivities of each potential funder.

Time: Twenty-five to thirty-five minutes

People Give to Strength, Not Crisis

There is a terrible temptation on the part of many organizations to throw
themselves on the mercy of the donor: “Please, please, if you don’t fund us,
we’ll go under in six months!” One can hardly imagine a more inept fund-
raising strategy.



Fundraising Rules Underlying Successful Appeals 23

Nobody cares that your nonprofit needs money. Every organization in
the world needs more money than it has (and the huge majority of the peo-
ple in the world need more money than they have as well). The fact that
your organization needs money is of no consequence to anyone. On the
other hand, the fact that your organization is doing good work and, with
the donor’s money, will do even better work as we move into the next year
and the next decade—that’s appealing.

Also, nobody in the philanthropic world appreciates a bargain. If you
go to a foundation and say “we pay our executive director well below the
market rate; think of the bang for the buck you're getting,” what will the
foundation representative think? Not “think of the bang for the buck we're
getting,” but “whom could they possibly get at a below-market rate?” Think
big, believe in yourself, and you’ll succeed at raising funds.

If you look at a donation to a nonprofit as an investment in a successful
community enterprise, you'll understand the appropriateness of what we
call “much has been done, much remains to be done” fundraising. Why
would anyone invest in a sinking ship? It makes no sense. As a board mem-
ber who is raising funds for your organization, your job is to alert prospec-
tive donors to the marvelous work of your organization and to educate
them about the positive impact their contribution will have on your good
work. You must always be upbeat; uncertainty or diffidence about your mis-
sion or programs spells fundraising disaster.

If your organization is just starting up—or if it’s only a gleam in your
mind’s eye—your job is to excite prospective donors about the need for
your new nonprofit and convince them that you have the expertise and expe-
rience to do a first-class job in meeting that need. Again, optimism and con-
fidence will carry the day.

Fundraising is a confidence game in the finest sense of the term. Your job
as a fundraising board member is to instill confidence in the mind of the
donor that there is a need to be addressed and that your organization is the
perfect vehicle to meet that need. You must also remain confident in your
mission and your ability to raise money, no matter what the economic con-
ditions. It is true that charitable giving fluctuates somewhat with economic
ebbs and flows, but even in a persistent recession total giving is unlikely to
dip more than a few percent.

We must add immediately that many organizations suffer from weak-
nesses that, if not addressed, hamper their fundraising. Did your accountant
abscond last year with $50,000 and disappear into the Amazonian jungle?
Did your administrative assistant unintentionally destroy all your donor
records, making it impossible to thank everyone who gave to your last direct
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mail campaign? Did your organization get some bad press recently con-
cerning the dust-up between your board chair and the executive director?

If there are skeletons in your organizational closet, it’s time to confront
them and develop responses to the criticisms that are likely to be voiced by
prospective donors. “It’s true,” you might say, “that an unfortunate com-
puter glitch kept us from generating thank-you letters to our generous
direct mail donors last year. Fortunately, we have instituted a new system
that catalogues donor information rapidly and comprehensively, and we
anticipate no further difficulties.” You should take donors’ criticisms and
concerns seriously, and you should demonstrate that you are taking steps
to alleviate problems.

EXERCISE 6

Organizational Strengths and Weaknesses

Farticipants: This exercise requires a facilitator and should be done with the entire board. It is also advisable
to have staff present to participate in the brainstorming session.

The facilitator for this exercise uses a flipchart and initiates the brainstorming. The focus of the brain-
storming is on organizational and program strengths and weaknesses. Strengths might include the
benefits your organization bestows on the community, staff and board expertise, and history of accom-
plishment. Weaknesses might include program goals that weren’t met, populations that weren't served,
or an embarrassing public dispute among board members.

Using the strengths to sell your organization, discuss how a donor investing in your successful enterprise
might reap a return on his or her investment (a donor might invest in a possible cure for multiple sclerosis
or cancer, or a job training program for individuals receiving government assistance, or sports and men-
torship programs to reduce youth drug use).

With regard to weaknesses, has your organization had a problem that ended up in the press? If there is an
issue that imperils your fundraising, you should discuss the steps that you plan to take in the next twelve
to eighteen months to eliminate this problem. Brainstorm also about what keeps you from meeting all
the needs you would like to address. For example, do you have sufficient staff to carry out your organiza-
tion’s mission?

Time: Thirty-five to forty-five minutes

Specificity Is Next to Godliness

Nothing inspires confidence like specificity. The impression you must leave
with the donor is that you know how you will use the donor’s money, who
will benefit, what the outcomes will be, where the project will be located, and
when the project will begin and end. All you need to ensure success is the
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donor’s money; everything else is in place. Also, always be sure to use the
future tense, not the conditional tense, in fundraising writing and speak-
ing. Never say, “We would like to begin this project next June”; always say,
“We will begin this project next June.”

Specifics make the world of fundraising go ‘round; vagueness kills
fundraising. A lack of clarity about your target population, methodology,
or any other aspect of your work leaves the prospective donor wondering,
“Why should I invest in something so uncertain?”

As a board member, you should look to staff to give you specific infor-
mation about every project that your organization currently offers and that
it intends to offer in the next three years. Staff will do board members a
great service by preparing a “cheat sheet” for them with answers to the
most commonly asked questions about your nonprofit.

Vagueness has a cousin—another true undesirable—that we call the
“trust-me attitude.” Here bravado overwhelms specificity. Let’s consider a
program that provides services to physically disabled children and teenagers
in a medium-sized city on the East Coast. The executive director thinks it
would be a great idea to expand services to another population that is not
currently being served in that city: emotionally disturbed teenagers.

The executive director visits an investment banker who is a prospective
major donor. “As you know, Mike,” the executive director says, “emotion-
ally disturbed teenagers are a needy population that isn’t getting a lot of help
in our town. This is new territory for us, but our staff are smart and resource-
ful, and we understand teenagers. We can get the job done.” In response, the
prospect asks: “How big is this problem? Do you know how many emo-
tionally disturbed teenagers live in our city? Do you have a project plan and
budget? When do you intend to get started? Where?” The embarrassed exec-
utive director stammers that she will get back to him with the details.

Our savvy major donor prospect won't give the organization a penny. You
must convince a person of three things when seeking his or her money: there
is a need to be addressed, you represent the organization that will address
that need, and you know specifically what you're going to do to address that
need and how much it will cost. Our executive director has assumed that her
organization’s expertise with one population equips her program to offer ser-
vices to another population—and she hasn’t made the case.

What a difference if she says: “As you know, Mike, our needs assess-
ment revealed that emotionally disturbed teenagers constitute 15 percent
of the teenage population and aren’t getting a lot of help in our town. We
need to expand into this new area. Staff has been working on the proposed
project plan and what it will cost; here are their findings for your review.
I'm also excited that Lola Black, the former executive director of a residential
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program for emotionally disturbed teenagers, has agreed to head up our
new program for this vulnerable population. Lola has twenty years of expe-
rience in this field, and if we can secure sufficient funding, we’ll also be able
to hire her former assistant.” The executive director has now demonstrated
the need and indicated why her program is appropriate to meet that need.

EXERCISE 7
Making the Case for Funding

Farticipants: This exercise requires a facilitator and should be done with a small
group composed of development committee members, other volunteers, and staff.

The facilitator asks three individuals to volunteer to do a role play. The first role is
a board member of your organization, the second is the executive director,and
the third is a savvy program officer at a large local community foundation. Pick

a project that your organization does not currently offer but that you feel would
be a useful addition to your menu of services. Assume that a brief (and not too
detailed) letter has been sent to the community foundation about the proposed
project.

The foundation officer has invited you in to make the case for funding but has
expressed some concern about this new project because it is outside your tradi-
tional program area. The board member’s job is to make a pitch to the program
officer for the new project. The executive director helps out when needed in mak-
ing the case, and the program officer asks lots of detailed questions.

Everyone else should observe and take notes. After the group has finished, answer
this list of questions:

+  What aspects of the program did the board member and executive director
describe well?

«  What aspects were overlooked or given short shrift?

+  What need will this program or service address?

+  Which target population will benefit from the project?

+  What will the geographical target area be?

+  What are the desired objectives, goals,and measurable outcomes?

+  What s the staffing for the project?

+ Whatis the budget?

«  Why is your organization the best qualified to provide this service or program?

+ And the clincher question: How do you plan to provide resources for this pro-
gram once the foundation’s grant runs out?

Time: Forty-five to fifty-five minutes
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Successful Fundraising Depends
on Careful Record Keeping

As a board member, it is not your responsibility to log donations and keep
donor information records. It is your responsibility to help your organiza-
tion build a successful fundraising program, and this means ensuring that
your organization has a systematic, functional record-keeping system.

A term that is used synonymously with fundraising is “cultivation.” How
can we cultivate a donor with an eye toward a larger gift in the future if we
have little or no information about that person and his or her donor history?

Poor record keeping constitutes a nonprofit epidemic. Schools have no
idea where their alums live; theater companies make no effort to keep for-
mer patrons in the fold; environmental organizations lose touch with their
major donors. If you want to raise money successfully and consistently, you
must make record keeping a top priority.

We cannot emphasize this too strongly: the best way to keep good
records is to invest in good fundraising software. Here’s a hypothetical story
to demonstrate the importance of good software. In the spring of this year,
Susan Vibrato, a board member of the Diva Fever Music Society, successfully
solicits a gift of $1,000 from Jane Bux, a good friend of Susan’s. The princi-
pal reason that Jane makes the gift is that her friend Susan has asked for it.

Six months later, Susan Vibrato leaves the board of the Diva Fever Music
Society and moves across country. When the society is ready to pursue a
second gift from Jane Bux next spring, who will make the approach? Not
Susan Vibrato—she’s no longer on the scene. What does the society know
about Jane Bux? Absolutely nothing, because Susan kept all her informa-
tion about Jane to herself, including the particulars of the conversation that
Susan and Jane had when Susan first approached Jane for a major gift. Does
the Music Society even know if a thank-you note was sent?

If the Diva Fever Music Society had simply invested in fundraising soft-
ware—which need not be expensive—they would have had the ability to
call up, with the stroke of a key, this information:

¢ Jane Bux’s address, phone, and e-mail
¢ The amount that she gave to the society in the past
¢ The date on which she made her gift

¢ Abrief description of the conversation that Susan had with Jane, includ-
ing the aspects of the Diva Fever Music Society’s activities that were of
greatest interest to Jane

* Biographical information (from Susan or a staff person who conducted

Internet research on Jane)
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Investing in good fundraising software means purchasing and learning how
to use a good fundraising database system, not one created by a volunteer
who quits shortly after all the data has been entered, leaving no instructions
and inaccessible data. There are numerous fundraising applications available,
from free programs at nonprofit support centers to powerful database pro-
grams tailored specifically for your organization costing in excess of $10,000.

A basic program enables you to perform simple operations such as
indexing, sorting, and mail merging. A fancier program enables you to gen-
erate a wider variety of reports, customized letters, e-mails, thank-you

EXERCISE 8

Donor Record Keeping

your donor records.)

Participants: This exercise requires a facilitator and should be done in a confidential manner with a small
group of development committee members and staff.

Prior to conducting the exercise, the facilitator asks staff to select a large donor to your organization and
produce a full report on this person, using only current written and database records. With this information
in hand, how many of these questions can you answer? (What we are doing is assessing the quality of

+ What is the donor’s connection to the organization?

+  What was the dollar size of the donor’s initial gift?

+  What was the gift’s purpose?

+  What was the dollar size of the donor’s most recent gift? What was its purpose?
+ What is the donor’s profession or business?

+  What else do you know about the donor’s financial situation?

+ To which social circle does the donor belong?

+ To which other organizations has the donor contributed?

+ What aspects of your organization are of particular interest to the donor?
+ Do you know the donor’s date of birth?

+  What do you know about the donor’s family?

+  Who has access to this information?

Note: Confidentiality is of the utmost importance to ensure donor privacy. All information will to the maxi-
mum extent possible be kept within the room. We recommend also that your organization purchase a
database security system so that only a limited number of people can gain access to information about
donors and prospects. Those who would have access might include the executive director and the volun-
teers responsible for soliciting gifts.

Time: Twenty-five to thirty-five minutes
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notes, and other material. A program tailored for a large organization can
manage large databases and be accessed from multiple sites. Some research
and a thoughtful assessment of your organization’s needs and budget will
help steer you toward the right package. Staff will be responsible for locat-
ing and purchasing the best software, but the board must make sure that
fundraising software is a priority and approve an appropriate amount of
money for acquisition and training staff in its use.

Ten Percent of the People Give
90 Percent of the Money

Many organizations do a bang-up job of getting that first, modest contri-
bution from a donor via direct mail, telephone solicitation, or sale of a ticket
to a small special event. That’s well and good, but most of these nonprofits
never ratchet up; they continue to ask their donors for small contributions
when a significant number of them could give a great deal more if asked
appropriately. Most of the money donated to nonprofits comes from the rel-
atively small number of folks who have the wherewithal to make big gifts.
According to Boston College’s Social Welfare Research Institute, families
with incomes over $500,000—they constitute 1 percent of the population—
make 26 percent of all charitable contributions in the United States.” It is
vitally important that your organization be ready to pursue the folks who
can help the most.

As a board member who is part of your organization’s fundraising
team, it is your job to provide information concerning how much someone
might give, and ask that person for the appropriate amount. Every day of
the week organizations are sending direct mail letters to donors who could
give more money if asked appropriately. As fundraising consultants, this
breaks our heart. Please understand that we do not wish to diminish the
importance of the $50 direct mail or telephone contributor: salt of the earth
when it comes to fundraising, and today’s modest contributor is tomorrow’s
major donor. But if someone can give your organization $50,000 now, isn’t
he or she worth at least as much of your time and effort as the person who
can give $50?

The most effective way on earth to raise money is to sit across the table
from someone who has lots of it and ask for some. Think about it: a direct
mail letter gives you no clue concerning the prospective donor’s reaction to
your appeal. A telephone solicitation affords only oral cues. A face-to-face
solicitation yields both oral and visual cues and is therefore the most effec-
tive kind to ask.
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As a fundraiser of our acquaintance is fond of saying in contrasting
direct mail with major gift solicitation, “If you want to get milk from a cow,

17

you don’t send the cow a letter; you have to go to the source and squeeze

EXERCISE 9
Who Are Your Major Donors?

Participants: This exercise requires a facilitator and should be done confidentially
with a small group of development committee members and staff.

This exercise is a great start in figuring out who your major donors might be. Prior
to conducting the exercise, the facilitator asks staff to give the development com-
mittee a comprehensive list of all individual donations made in the past two years.
(Do not include grants, only individual donations.) The development committee
should consider:

+ What was the average gift (total dollars raised divided by the number of
donors)?

+ How many donors gave above the average?

«  Who constituted the top 10 percent of donors?

+ If you took away the top 10 percent, how much money would remain?

+ Did most of your contributions come from just a few donors, thus skewing

the average?

Time: Fifteen to twenty-five minutes

Donors’ Gifts Must Be Recognized Imaginatively

Your organization’s best source of revenue is folks who have already
donated to your organization. This is no mystery; people who have shown
an interest in your nonprofit through past contributions should—if culti-
vated intelligently and consistently—continue to give.

Sadly, some organizations make the unfortunate error of accepting that
tirst contribution and disappearing into the sunset—sometimes without
even saying “thank you”—never to be heard from again. This is impolite,
and it’s bad fundraising. The thank-you letter that you send upon receipt
of a donor’s first gift is the first step in securing a second gift.

As a board member, you never want your organization to get a call ask-
ing: “I sent you a check six weeks ago. Didn’t you get it?” Your role is to
encourage staff to create and maintain a system to ensure that every donor
is thanked within five working days of receiving the gift.
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As indicated earlier, keep in mind also the critical importance of culti-
vation. With e-mail and the Web, it is easier than ever before to keep your
donors apprised of your activities via e-newsletters and website updates,
as well as through more traditional means such as print newsletters and
informational mailings. Such cultivation activities are usually the staff’s
responsibility, but it’s a good idea for board members to volunteer occa-
sionally to write newsletter columns or e-mail updates.

Thank-you letters, newsletters, and the like are an important start in cul-
tivating donors. But the effort can’t stop there, especially when it comes to
thanking your most important donors. You must recognize your donors
promptly and imaginatively. What is your organization doing to recognize
donors? Listing them in your newsletter? Mounting a plaque with their
names on your reception area wall? Hosting a party for major donors?
Whatever you're doing, you can probably do more.

One reason that people make contributions to nonprofit organizations
is that they are recognized and honored for their gifts. There is nothing
patronizing, obsequious, or corny about celebrating donors’ gifts. Think of
it as a quid pro quo: the donor makes a contribution, and you thank and
honor the donor in return. Organizations that truly “get” donor recognition
send birthday cards to major donors and telegrams of congratulation when
major donors’ children graduate from college. Here are some other recog-
nition ideas:

* An event designed specifically to honor donors, not to ask for money.

¢ A naming opportunity. Although capital campaigns present the most
obvious context for a naming opportunity, it is applicable in more mod-
est campaigns as well. How about placing the name of a donor on a
classroom computer or a piece of medical equipment?

* A press release with donors” names displayed prominently.

* Abook or report issued by the nonprofit that includes acknowledgment
of donors.

Here’s a helpful hint for the board: new board members with no experience
in fundraising can get their feet wet in their first year of board service by
calling major donors simply to thank them for their gifts. The new board
member is not yet asking for money, but he or she is participating in a
vitally important aspect of cultivation and is communicating directly with
donors.

When we conduct fundraising trainings, we are occasionally asked,
“What about donors who request anonymity? Shouldn’t we simply leave
them alone?” Our response is: if a donor requests anonymity, you certainly
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should honor that request. If a donor does not request anonymity, however,
he or she does not wish to be anonymous! People love to be celebrated,
stroked, and revered for their contributions. Organizations must honor
donors.

EXERCISE 10
Donor Recognition

Farticipants: This exercise requires a facilitator and should be done with the entire
board, the executive director, and the director of development.

The facilitator records findings on a flipchart. Make a list of the ways in which your
organization currently recognizes donors. Next, brainstorm new donor recognition
activities that your nonprofit might consider in the future.

Create two lists. The first, for large donors, might include items such as:

+ A meeting featuring well-known speakers
+ Atour of the facilities led by program staff
+ A donor recognition party

+ A seminar on issues related to the organization’s work
Items for smaller donors might include:

+ Goodie bags at a special event

+ Token trinkets with the name of the organization, such as pens, cups, calen-
dars, calculators, pocket-knives, and so on

 Items specific to the nonprofit’s field of endeavor (for instance, seeds or small
plants for an environmental organization)

Let your imagination go; be creative. Once you've listed all suggestions, give this
list to the development committee to review, and choose a few you can do in the
next year.

Time: Twenty-five to thirty-five minutes

Good Fundraising Is Opportunistic

It’s an unfortunate fact, but fundraising is trendy. If your organization’s
issue is on the front page, it’s easy to raise money. If your issue is not on the
front page, it’s tougher.

An obvious implication: get on the front page. All nonprofits under-
stand that they have to raise money; too few understand that public rela-
tions and media relations are every bit as important as fundraising. Indeed,
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fundraising is virtually impossible without good public relations. The best-
kept secret doesn’t raise money.

Fundraising is simply opportunism on behalf of a good cause. If your
issue is getting serious public exposure, make the effort to raise money as
soon as is feasible. Be opportunistic!

Let us give a horrific but pertinent example from our files. A few years
ago, a woman in a western state who operated a board and care facility for
seniors was accused—and eventually convicted—of murdering some of her
residents and burying them in the backyard. The story was headline news
throughout the state.

Our client—which worked exclusively on behalf of seniors—was at the
time heavily involved in the issue of proper licensing of board and care
facilities. The organization had submitted a number of proposals to foun-
dations to fund this work but had heard nothing. The press coverage of the

EXERCISE 11

Securing Press Coverage

Participants: This exercise requires a facilitator and should be done with all board members.

The facilitator uses a flipchart and begins by having participants brainstorm the major events or trends
of the past year that are related to the work of your organization. For example:
+ A foster child dies in a nearby county (you run a group home for youths).
+ A tornado strikes your town and ruins a major housing project where many of your clients live.
+ Astudy is released demonstrating that youths who have mentors have a better chance of future
success than those who do not; you run a big brother or big sister program.

Then add to the list pertinent current events on a flipchart.

After you have created the list, brainstorm how your organization might take advantage of coverage in
the electronic and print media. Here are some ideas to get you started:

+ Include quotes from the press in a direct mail letter.

+ Have a small special event with a speaker who was in the news in your subject area.

+ Ask someone who was in the news on a related issue to join your board.

+ Issue a press release on a current event that relates to your work.
Also brainstorm a protocol for responding when these opportunities present themselves. Who is respon-

sible for keeping an eye on these opportunities? What will your organization do if an opportunity for
increased public exposure presents itself?

Time: Twenty-five to thirty-five minutes
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murders led several foundations to contact the program and, once one foun-
dation funded the project, others jumped on board. Before the organization
knew it, they were given more money than they had asked for to tackle the
board and care licensing issue. Without the press coverage, it is highly
doubtful that the project would have secured sufficient funding.

Fundraising is an emotional, not a logical, business. When people are
particularly sensitive to the importance of your issue and your work, you
must make the effort to raise funds. Find reporters in the print and elec-
tronic media who are interested in your issue, and whom you can educate
about your organization. The higher the profile you have in the community,
the easier it is to raise funds.

Notes

1. California Youth Connection mission statement, a statewide nonprofit in
California, http://www.calyouthconn.org/

2. Giving USA, a publication of the AAFRC Trust for Philanthropy, researched
and written by the Center on Philanthropy at Indiana University.

http://aafrc.org/

3. Based on data from the “Survey of Consumer Finances 2001” and calculated
by researchers at the Boston College Social Welfare Research Institute.

http:/ /www.bc.edu/research/swri/



Chapter 3

The Board’s Role in
Specific Fundraising
Activities

ZIMMERMAN LEHMAN has never had a client—no matter how sophisticated
about fundraising, no matter how many resources the client was pouring
into development—that was raising funds in every appropriate way. Be it
corporate solicitation, planned giving, direct mail, major gift approaches,
or any of a host of other strategies, every organization in our experience has
missed at least one bet. We are therefore intent on ensuring that your non-
profit diversifies its fundraising effort and makes appropriate use of your
board of directors in every area.

In this chapter, we familiarize you with the techniques to guarantee
your ability to raise the funds necessary for your nonprofit’s survival and
growth. This chapter is intended to educate you, the board member, about
fundraising strategies and your role in planning and implementing each
technique. These techniques create the opportunity for individuals or
grantors to invest in your worthy community enterprise.

Above all, you must understand that the savvy nonprofit organization
diversifies its funding base. Why is it so important to diversify? Let’s take
the example of two national public policy youth organizations. For many
years, organization A was funded almost entirely by federal grants. Orga-
nization B, on the other hand, hired a development director who prepared
a fundraising plan and raised money from a variety of sources (individu-
als, foundations, corporations, and government agencies). When a new
administration in Washington cut federal funding for public policy work
dramatically, who do you think carried on more effectively? Organization
B simply continued doing what it was doing and was not seriously ham-
pered by the reduction in government funding. The name of the game, then,
is to diversify your development effort (just as your financial adviser would
tell you to diversify your personal investments).

35



36

Boards That Love Fundraising

We have grouped nonprofit fundraising techniques in three sections:

individual contributions, contributions from businesses, and grants.

Individual Contributions

Solicitation of gifts from individuals is of the utmost importance to every
nonprofit organization intent on doing effective fundraising, and the
board’s role is key. In this section we present the various ways that an orga-
nization approaches individuals for a contribution. As you will see, consis-
tent and imaginative use of the board of directors is vitally important to the
success of each approach.

Although it is certainly important to pursue grants from institutional
sources (foundations, businesses, religious philanthropies, and government
agencies), you must understand that, in the world of philanthropy, grants
are considered “soft money.” That is, grants are almost always time-limited
and are subject to political winds and the idiosyncrasies of grantor board
members.

On the other hand, an individual donor who believes in your cause and
who has been properly cultivated will see your organization through thick
and thin. There are three reasons individual solicitation should be the focus
of your organization’s development effort.

Individuals Make 80-90 Percent of All Private Gifts

Year after year, the American Association of Fundraising Counsel’s statis-
tics on private giving to charities in the United States (that is, gifts from indi-
viduals, foundations, corporations, and religious philanthropies, but not
government agencies) reveal that between 80 and 90 percent of these gifts—
amounting to hundreds of billions of dollars annually—come from indi-
viduals.! Any organization that thinks it can float on grants is tragically
mistaken; the huge majority of private philanthropic contributions come
from individuals.

Most Individual Gifts Constitute Unrestricted Income

If your organization conducts a mail campaign, asks for gifts by phone, or
sells tickets to a special event, the income derived from these efforts can be
used in any fashion you deem appropriate (as opposed, say, to a grant from
a foundation, which is usually given for a specific project). The nicest money
to raise, obviously, is unrestricted money. Nonprofits often, for example,
have difficulty finding funds to hire development staff. A sufficient pool of

unrestricted funds enables an organization to hire competent fundraisers.
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Gifts from Individuals Can Increase

Dramatically over Time

If an individual gives your organization a contribution, and if you cultivate
that person with intelligence, respect, and imagination, there is every rea-
son to expect more and larger gifts from that person into the future. This
potential rarely exists with grants.

The organization that understands fundraising realizes that effective
individual solicitation depends upon creating a system. Successful solicita-
tion of a contribution via a mail campaign opens the way for inviting the
donor to a special event, and his or her enjoyment of the special event opens
the way for a major or planned gift in the future. No effort to raise funds
from individuals should be viewed in isolation; a successful system of indi-
vidual solicitation includes the means to keep records about how much
someone has given, in what context he or she made the gift (event, mail
appeal), and what motivated him or her to give.

Let’s look at this a bit more closely. If your organization hosts a cocktail
party fundraiser, invests one thousand person-hours in the event, and nets
only $10,000, why, you might ask yourself, did we bother with the event at
all? The answer is: you didn’t do it for the $10,000; you did it for the ninety-
eight new donors who attended the event and whom you will solicit again
and again in the coming months and years. Your modest event, then, may
well constitute the first step in raising many millions. Fundraising is not a
quick-fix business. Do not be seduced into spending all your fundraising
time writing grant proposals that appear to offer more immediate bang for

EXERCISE 12

Why Would Someone Make a Gift to Your Organization?
(or: Why Would Someone Not Make a Gift?)

Participants: This exercise requires a facilitator and should be done with the entire board, especially if the
board has not previously done much solicitation of individuals. Staff can also participate in this exercise or
do the same exercise at a staff meeting.

The facilitator records the proceedings on a flipchart, asking participants to brainstorm the reasons that
someone might make a large donation to your organization. He or she then asks them to brainstorm
why someone might not make a large donation.

Discuss these concerns and criticisms, and come up with “party-line” responses. You are now beginning to
create the “case” for why an individual should make a donation to your organization.

Time: Twenty-five to thirty-five minutes
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the buck than an individual campaign. Pursuing grants is important, but
board members must insist on building a system of individual solicitation
that ultimately generates significant income.

Let us now examine in detail the techniques that nonprofits employ to

solicit contributions from individuals:

e Direct mail

Special events

Telephone solicitation

Major donor solicitation

Planned gift solicitation

Website and e-mail requests

Direct Mail
Many nonprofit board and staff members hold direct mail in low esteem.
Everyone is inundated with appeal letters every day; they reason, why
should anyone bother with our letter? In fact, a carefully targeted direct mail
campaign is a highly effective means for unearthing new donors and get-
ting larger gifts from current donors. Board members play a critical role in
ensuring the success of a direct mail campaign by sending letters to your
friends and colleagues that include a personal note alerting your “inti-
mates” to the importance of the organization.

To enlist board members’ support for the direct mail effort, it is impor-
tant that you understand how a direct mail campaign is planned and built.
A successful campaign depends on:

¢ Lists of solid prospects (potential donors) who might be interested in
making an initial gift or a larger gift

e An effective letter, return device, and other enclosures

* Dependable “mailing mechanics” (printing, stuffing, sealing, and mailing)

* Appending a personal note

Prospect Lists

Fundraising is a series of widening concentric circles. The innermost circle
comprises board members, volunteers, alums, and clients. The next circle is
made up of friends, relatives, and colleagues of folks in the innermost cir-
cle. Board members and others in the innermost circle must prepare lists of
friends and colleagues who might make a modest contribution via direct
mail. This is very important, but board members should also realize that
the inner circle hot list is never sufficient to fuel a serious direct mail effort.
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Organizations that take full advantage of direct mail turn to knowl-
edgeable list brokers, who supply them with names and addresses of likely
donors and do trial runs to see which package gets the best returns. The
Internet revolution has been a boon for researchers who chart people’s phil-
anthropic interests, political persuasions, and newspaper and periodical
preferences. Once a list broker knows what an organization does and where
it operates, the broker can prepare lists of likely donors based on hard
research data. The direct mail campaign is therefore aimed at both the inner
circle hot list and strangers who might be convinced to give.

Nonprofits should also consider trading lists with other organizations.
We recommend bartering between organizations that have similar views
but are not working in the same subject area. A community health clinic, for
example, might want to trade with a local housing advocacy organization.

The Mailer
The mailer is a letter (usually two or three pages, though campaigns using
twelve-page letters have been successful) describing the wonderful work
of the organization and plans for the future, and asking for a gift. Also
included is a return device on which donors indicate the amount they are
giving and whether they would like to pledge a gift over a two- or three-
year period. Some mailers include an additional promotional piece (per-
haps a copy of a newspaper article extolling the virtues of the organization
or a small token gift such as a pin or sticker).

Preparation of the direct mail letter, return device, and other enclosures is
a staff, not board, responsibility. The board (specifically, the fundraising com-
mittee) can be useful in making overall recommendations for the campaign
(for example, suggesting that the direct mail piece have a photograph or slo-
gan that connects the outer envelope to the letter and all other enclosures). The
staff should propose a theme for the campaign; it is the board’s responsibility
to approve that theme or to ask staff to go back to the drawing board.

Mechanics

In addition to preparing the letter, staff is responsible for the mechanics of
stamping, stuffing, and sorting. Staff can either arrange a volunteer party
to address these tasks or hire a mailing house. We heartily recommend the
latter course except for very small campaigns. Mailing houses are afford-
able and take the worry and tedium out of “making the drop.”

Personal Notes
Once the letter is ready, board members must append personal notes to the
letters that their contacts will receive. There is nothing corny or pushy about

such an exercise. Remember: the most important reason that anyone makes
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an initial contribution to an organization is that the right person asks for
the gift.

The chief tactical issue in direct mail is persuading the recipient to open
the envelope. We therefore counsel board members to do this: when sending
a letter to a friend of yours on behalf of your organization, make sure to
write your name at the top left-hand corner of the outer envelope above the
name and address of the nonprofit. Your friend gets the letter, knows noth-
ing about the organization, but says to himself: “I wonder why Cheryl is
involved with this organization.” To satisfy his curiosity, he opens the enve-
lope. Voila! We have solved the biggest direct mail problem.

The note that you append to the direct mail letter to a friend need not
be long; it must be heartfelt. Here are some examples:

You're aware, Ramon, that I've been on the board of the Homeless Pre-
natal Program for the last five years. The work they do on behalf of home-
less women and families simply astounds me. . . . I hope you can help out.?

Taeko, the Homeless Prenatal Program has led the way in protecting the
health and safequarding the rights of homeless women and families. Your
gift would make a big difference, and 1'd really appreciate it.

Did you know, Tanya, that hundreds of families sleep in shelters or on the
street in our city every night? Your contribution will go a long way in
helping the Homeless Prenatal Program to improve the lives of those who

need us most.

Four weeks after the drop (that is, after the letters have been sent), board
members have an important follow-up role to play. Let us assume that each
board member has sent letters to ten friends. If four of those friends have
responded with gifts in the four weeks following the drop and six have not,
the board member should pick up the phone and call the six friends who
have yet to donate. A friendly phone call may well move the letter from the
bottom of the friend’s pile to the top.

EXERCISE 13
Direct Mail—Personal Notes

Participants: This exercise requires a facilitator and should be done with the entire board.

The facilitator asks participants to prepare several variations of personal notes they might append to a
direct mail letter from your organization. (See the chapter text for three suggestions to get you started.)
Write each of them on the flipchart and save them for use when you're ready to send the letters.

Time: Ten to twenty minutes
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Special Events

In our experience, no fundraising approach is as consistently misunder-
stood as the special event. Organizations with little experience in planning
and implementing events assume that the right event will net them an enor-
mous amount of revenue (and that the more events, the better).

The reason many organizations struggle with events is that they haven’t
asked themselves a basic question: What do we want our event to accom-
plish? That is, do we want to make as much money as possible (in which
case, a black-tie dinner and silent auction in a big downtown hotel might
be just the thing)? Or do we want to alert the local community to who we
are and what we do (in which case a low-cost tour of your facilities would
be appropriate)?

Once the board has determined what you want the event to accomplish,
you have a better sense of the kind of event that is appropriate. Here’s a
small sampling of types you might consider: luncheon, dinner, silent auc-
tion, live auction, film or theater benefit, day at the races, day at the ballpark,
casino night, 10K race, walkathon, danceathon, bikeathon, or open house.

Events are labor-intensive, exhausting, and often chock full of peril.
Whatever can go wrong very well might. Horror stories abound. Our firm
ran an event in the sumptuous ballroom of a downtown hotel in a large city
on the West Coast some years back. The ballroom was famous for its gor-
geous glass ceiling. On the night of the event, a sudden storm pelted the
area with intense rain. The glass ceiling was not equal to the rainstorm, and
raindrops made their way between the glass panels. That’s right: white-tied
and begowned attendees enjoyed the pitter-pat of raindrops on their well-
coiffed heads and dinner plates.

Why Hold an Event?

We are big fans of events for three reasons. First, and most important, a pop-
ular event enables your organization to capture new donors. A person who
knows nothing about your organization or the subject area in which you
work may well attend your event because he or she:

¢ Can’t wait to hear that extraordinary speaker
* Was told that the chef prepares heavenly crayfish étouffée
¢ Loves the honoree

¢ Can't figure out any other way to see the inside of Mr. and Ms. Dinero’s
mansion atop the hill

Once that person shows up at the event, you have the opportunity to edu-
cate him or her about your organization with written material, a speech by
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your board president, and informal chats with other board members strate-
gically positioned around the room. Also, it is vitally important to get the
name, address, phone number, and e-mail address of every attendee (a sign-
up at the registration desk is useful in this regard, as is a raffle). Now that
the attendee has been “captured,” you can approach him or her in the future
to make direct mail contributions, to buy tickets to other special events, and
perhaps down the line to become a major donor.

We’ll never forget talking with a new client who was very proud of a
recent outdoor benefit concert that had featured a famous rock band and
netted the organization more than $50,000. “That’s great,” we said to the
client. “And you did get the name, address, and e-mail address of everyone
who bought a ticket, right?” The client looked at us blankly. What a fund-
raising tragedy: the $50,000 raised at the event was inconsequential com-
pared to the money that might have been raised over many years had the
organization captured information about the event attendees.

The second reason to hold an event is to give your organization a higher
public profile. There is nothing like a dinner featuring a famous emcee,
spellbinding speaker, and much-loved honoree to garner press and public
acclaim. Remember: best-kept secrets don’t raise money. If your organiza-
tion is to be successful in the fundraising game, you must be known to the
person on the street. When choosing the kind of event that your organiza-
tion will host, be sure to consider the potential to secure significant press
coverage. Some events (say, a day at the ballpark) are not so labor-intensive
but don’t have much ability to secure that higher profile. Others (for
instance, a sit-down dinner with a live auction) have great profile potential
but are terribly labor-intensive.

The final reason that an event makes sense for your organization is that it
can—in some instances—raise significant money. We know of events that
have netted $1 million and more; it can be done. Although your organiza-
tion may be miles away from generating that kind of money the first time
it hosts an event, by the tenth time you should have gained the traction to
bring in big bucks. When an organization holds a top-quality event annu-
ally, it secures a place on your community’s social calendar. Whether you
are hosting an event for the first time or the twentieth, there are many ways
to boost event income, among them corporate sponsorship, a raffle, an auc-
tion, and offering several price levels to ticket purchasers (an “individual
sponsor” seat costs $350 or more and includes mention in the program; a
regular seat costs $250 and does not include such mention). Don’t view
events as a fundraising panacea, but make sure to take advantage of every
fundraising opportunity that an event offers.
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The significance of board involvement in an event cannot be overstated.
Events should not be managed by staff. Instead, in this context staff should
be viewed as a verb: they staff the volunteer committee that oversees the
event. The event committee is composed of board fundraising committee
members and other volunteers who have a flair for organizing events that
are entertaining and compelling, and who have contacts with individuals
and businesses that will provide partial event underwriting. The commit-
tee is responsible for every major decision pertaining to the event, from date
and locale to ticket prices and program.

Case Study: A Sit-down Dinner

How do staff and committee members work together effectively? Let us use
a sit-down dinner as an example. The committee for such an event should
meet at least six times. If you have nine months between the first meeting
and the event, we suggest meeting every month for the first three months,
and every other month for the final six months, with the understanding that
an emergency meeting might need to be convened at any time should cir-
cumstances warrant.

At its first meeting, the dinner committee decides upon the dollar goal
for the event. Decisions must then be made (at this meeting and the next)
concerning event locale, date, ticket prices (both sponsorships and individ-
ual tickets), food and drink, emcee, speaker, and honoree. Committee mem-
bers must also decide how many individual tickets each member is asked
to sell, and who else (staff, ex-board members, other volunteers) is expected
to peddle tickets.

By the third meeting, the committee should have made all decisions
concerning the site, speaker, and honoree (you need not have both a speaker
and an honoree, but the combination can help to sell tickets). The commit-
tee must also decide how to publicize the event; it is the staff’s responsibil-
ity to implement the committee’s recommendations about publicity. Again,
however, if a committee member has an in with a local reporter, it is that
member’s responsibility to make the connection.

If the committee decides to hold a fancy dress dinner, dance, and silent
auction at a downtown hotel, the committee asks the staff (usually the direc-
tor of development) to visit three or four hotels to examine the banquet
facilities and secure information on menu options and prices. The staff
member obtains exhaustive information on the hotels, and the committee
then decides which hotel to honor with its business. Staff is responsible for
making formal arrangements with the hotel or other site and taking care of
all program arrangements (scheduling the speaker, purchasing the wine,
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getting the names of the honoree’s family in order to send them compli-
mentary invitations, and so on). Committee members should make every
effort to secure underwriting for the event and to convince the hotel to offer
a nonprofit discount.

Committee members must understand the crucial role they play in sell-
ing tickets. Let’s use a dinner benefiting an environmental organization as
an example. Assume that individual tickets cost $200, a “sponsored” table
of ten is $2,000, and the environmental nonprofit hopes to persuade fifteen
energy companies and other major corporations in town to be sponsors. It
would be pointless to ask the environmental organization’s development

EXERCISE 14
Evaluating and Planning Your Special Event

Participants: This exercise requires a facilitator and should be done with the special events committee, the
executive director,and development staff. The exercise is particularly helpful as part of the evaluation of
your special event or in preparation for the next event.

Prior to the meeting, the facilitator asks development staff to prepare a short written summary of the event
that was held. The group discusses whether your event was more successful in attracting community mem-
bers or in raising money. If there is no clear answer, ask the group to decide which they would have pre-
ferred and why. Then brainstorm how your next event can succeed in meeting your chosen event goal. If
your organization has never held an event, use these questions as the means for planning your first event.

If attracting more members is the issue, discuss these matters:

+ Did you charge too much and therefore not have sufficient attendance?
+ Did you publicize the event effectively?

+ Was there a speaker who might have attracted more attendees?
If on the other hand you did not make enough money, you might ask:

+ Did you charge too little?

+  Were your expenses too high?

+ Did you have enough sponsors? Any sponsors?

+ Did every board member help solicit sponsorships or sell tickets?

+ Was the event too complex and labor-intensive given the volunteers and resources at your disposal?
Also discuss whether your organization captured every attendee’s address, phone number, and e-mail

address. If not, decide how you will do this at your next event. (Consider a raffle, a sign-up card on the
table, or a guest sign-in book.)

Time: Forty-five to sixty minutes
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staff person to call the companies to sell sponsorships. Instead, committee
members should decide who has the best contact at each company, and it
should be the appropriate member’s responsibility to call his or her contact
to sell the sponsorship. Remember: fundraising is a peer-to-peer business.

Finally, don’t forget to thank your attendees. Thank-you notes are a staff
responsibility, but the committee should make sure they are sent out

promptly.

Telephone Solicitation

Many organizations turn their noses up at telephone solicitation, for obvi-
ous reasons: you sit down to a tasty dinner at 7:00 P.M. on a Thursday
evening only to be interrupted by someone who wants a contribution.
Trouble is, the solicitor knows next to nothing about the nonprofit for
which he or she is soliciting funds, and the solicitation has all the charm of
a dead rat.

The problem is not that telephone solicitation is done; rather, it’s done
badly! Consider instead this scenario: your local humane society trains its
board members in the art and science of telephone solicitation and puts
together a list of past donors and others interested in animals. The volun-
teers make their calls courteously and informatively and at an appropriate
time of day. (“How’s your dog Stella? Thanks so much for your gift last fall,
and we’d love to tell you about our new project on behalf of homeless
dogs.”) Is this invasive or obnoxious? Certainly not. Will it be successful?
Definitely.

Telephone solicitation works so long as the calls are made by individu-
als who have an emotional investment in the organization, and so long as
the callers are trained to make the approach properly. Here again, the board
is vitally important. If a private elementary school wants to raise money
from parents, grandparents, and alums, the school should establish a phone
bank (a board member who works in a real estate office—where there are
lots of telephones—might donate the use of his or her professional space).
The phones should be staffed by board members and other volunteers who
care about the school and who have been trained to make the pitch.

A final note here: there are certainly reputable telephone solicitation
tirms that have done excellent work on behalf of nonprofits. A useful rule
of thumb is to look for firms that charge a flat fee, not a percentage of what
they raise. For unscrupulous operators, percentage-based fundraising offers
the opportunity to prey on people’s honorable charitable instincts and to
keep most of the money themselves.
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EXERCISE 15
Telephone Follow-up to a Direct Mail Appeal

Participants: This exercise requires a facilitator and should be done with the development committee.

The facilitator divides the group into pairs for a role play. One person plays a board member who, one
month ago, sent a direct mail letter with a personal note to a friend. The board member is now calling his or
her friend—the other person in the role play—to move the letter to the top of the pile. The board member
must ascertain that the letter was received and must find out if the friend has any questions about the
organization or the direct mail campaign. Make the effort to nail down a contribution during the call.

After the role play, answer these questions:

Then switch roles and do the role play again.

Time: Thirty-five to forty-five minutes

Could you answer your friend’s questions?

Did your friend seem offended by your pitch? If so, what did you do to make him or her more com-
fortable?

What could you have done differently?

Did the friend make a contribution or ask for more information?

Major Donors

The greatest gap between potential and reality in nonprofit fundraising is in
the area of major donor solicitation. Every day organizations are sending let-
ters to folks who could make contributions of $50,000 or $500,000 but are
only being asked for $50. Every organization should be thankful for small
contributions from donors of modest means, but it is wise to keep in mind,
as we noted in Chapter Two, that 90 percent of donations to nonprofits come
from 10 percent of the donors. It is no exaggeration to state that the princi-
pal reason to do any sort of individual donor appeal is to locate the relatively
small number of contributors who have the ability to make a large gift. The
individual who contributed $250 to your direct mail campaign, or who pur-
chased six tickets to your fundraising dinner, probably has the interest and
the wherewithal to make a significantly larger contribution.

Many organizations do an excellent job of prospecting for modest indi-
vidual donations through direct mail, phone solicitation, and special events.
What they fail to do is to review their donors with an eye toward pursuing
those individuals who might make major gifts. Organizations that are seri-
ous about increasing their revenues must determine which of their friends
and colleagues have the ability to make big gifts. It is then the job of the
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major donor committee to solicit these gifts in an organized and timely
manner. In no fundraising area will the board have a greater positive impact
than in major giving.

What Constitutes a Major Donor?

The category of “major donor” does not imply any particular dollar amount.
A major donor to a prestigious private hospital is at a dollar level consid-
erably higher than a major donor to a fledgling dance company. The major
donor contribution is always substantially larger than the average individ-
ual gift to the nonprofit and is always solicited face-to-face, not by mail,
phone, or e-mail. For some organizations, $500 is considered a major gift;
for others it may be $500,000. Why face-to-face? Because the most effective
way in the whole world to raise money is to sit across the table from some-
one who has a great deal of it and ask for some. The in-person solicitation
affords the askers invaluable oral and visual cues that, as we shall see, aid
them in pursuit of the gift. Ultimately, as we said earlier, fundraising is an
emotional business, not a logical one, and talking to a prospect face-to-face
offers the best possibility of moving him or her emotionally.

As a board member, you are particularly well positioned to ensure the
success of your organization’s major donor campaign. You are probably
familiar with many of the current donors to your institution who have the
ability to make a larger gift if asked appropriately, and you may have other
friends or colleagues in mind who have this capability.

How Do You Find Major Donors?

The board plays a vital role in identifying potential big givers. Begin with
your own donor base and review the gifts made to your organization by
your largest contributors. These are the individuals who constitute the inner
circle of your major donor prospect pool. If your program has never solicited
individual contributions, you probably need to backtrack a step and begin
with a direct mail or telephone campaign. It is the rare organization that can
jump into major donor solicitation without having raised smaller individual
contributions first.

Review your membership lists, read the society pages to find out who
has made large gifts recently to organizations like yours, and most impor-
tant brainstorm with other board members and staff about individuals they
know who have the ability to make major gifts and who are interested in
the work of your organization (or could become interested with appropri-
ate persuasion). Pay particular attention to past members of your board of
directors, as well as to friends and colleagues of board and staff. Remem-
ber: even a small organization has major donor potential.
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The Importance of Research

We should mention too that research is critical to cultivating and soliciting
a prospect. The more you know about your prospect, the easier it is to make
the case for a major donation successfully. Board members should conduct
confidential anecdotal research by reviewing the list of prospects and pro-
viding information about the prospects whom they know personally. This
includes the amount that each prospect might give, the aspect(s) of your
organization’s operations of the greatest interest to him or her, and other
information that would be useful to the solicitors.

This anecdotal research should be followed by formal research con-
ducted by staff or consultants. A wealth of information is now available on
the Internet about individuals from all walks of life; you should be aware
of the power of these research tools. Let us assume that you know that a
past donor (who you believe has the capacity to make a substantially larger
gift) is a businessperson, but you're uncertain about the kind of work that
she does. A simple search on www.google.com might unearth loads of infor-
mation on this prospect, in particular her profession. The researcher might
also go on-line to do a search on your prospect in newspaper archives; on
websites that specialize in biographies, such as The Complete Marquis Who's
Who; or in on-line business directories such as the American Medical Asso-
ciation or the West Legal Directory. The list of informative websites goes on
and on; before you contact your gift prospect, make sure your organiza-
tion’s staff has helped exploit these resources to the best of their ability.
(Note: Zimmerman Lehman’s website www.zimmerman-lehman.com
includes an updated list of websites that will help you in the research
effort.)?

Campaign Particulars

As explained earlier, campaigns (including major donor campaigns) are
overseen by committees. If you are raising major gift dollars for your
annual fund, we recommend convening a major gift committee to over-
see the campaign. Board members and other volunteers, with the assis-
tance of staff or consultants, form a committee to develop a strategy, theme,
materials, and campaign calendar. The committee determines who the
best prospects are and, having been trained to ask effectively, approaches
donors with an overall dollar goal in mind. (Note the similarity to spe-
cial events as described earlier: the staff “staffs” the major donor effort,
and it is primarily the board members and other volunteers who ask for
the gifts.)
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The committee determines:
¢ The dollar goal of the campaign
¢ The amount that constitutes a major gift
* Whether to hire an outside consultant
¢ Who the prospects are
¢ Which solicitors will approach which prospects
* How to conduct research on prospects
¢ How to recognize donors

The committee is also responsible for preparing a campaign budget and
time line, and for making sure that committee members are properly trained
in the art of asking for big gifts. Even the best solicitors need some prep-
ping, and most need a great deal. If your organization does not use a con-
sultant for the entire campaign, you should bring someone in to instruct the
solicitors on how to ask effectively. There is an art and a science to asking;
training builds confidence and enthusiasm.

Once the prospects have been identified, it is important to match
prospects and solicitors appropriately. Always send two solicitors to meet
with a prospect; if solicitor A can’t answer the prospect’s question, solicitor B
might. Ideally, one of the solicitors should be a friend or colleague of the
prospect. If not, make sure that the solicitors and prospects are tempera-
mentally matched. The owner of a computer start-up company with no his-
tory of philanthropy, for instance, will require a different approach than will
an elderly person who has donated to nonprofits for half a century. Also, it’s
often a good idea to send an experienced solicitor with a rookie. This is a
great way to train new board members who have never asked for a big gift.

Make sure that your organization has the means to record definitive infor-
mation about prospects and about the results of solicitation visits. Review
your database to see if it is sufficient. Faulty reports or poor data collection
impede your ability to solicit effectively.

Once the first round of visits is completed, solicitors are responsible for
reporting back to the committee and staying in touch with prospects. It is quite
common for prospects to ask for additional time to consider a big gift request;
they may want to speak with a spouse or significant other, visit the organiza-
tion to see the staff in action, or read over the nonprofit’s written materials. This
is fine, so long as solicitors stay in touch in a timely—but not pushy—manner.

When the gift arrives, the executive director of the organization should
send a letter of thanks, as should one of the solicitors who met with the
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prospect. The committee must also spend time thinking of exciting ways to
recognize major donors. Listing donors” names in a newsletter and affixing
a plaque to a wall is fine, but how about something more exciting? Why not
host a party to thank major donors? If this is a capital campaign, a naming
opportunity is a wonderful means to recognize donors.

Committee Members Must Ask for the Gifts

Your chief responsibility as a member of the major donor committee is to ask
for the gifts. There are three reasons that major gift asks should be made pri-
marily by board members and other volunteers, not by staff. First, if a staff
member asks for a big gift, part of what he or she is asking for is his or her
salary, and this is not the most appropriate way to solicit contributions. If,
on the other hand, a board member or other volunteer asks for the gift, this
is important modeling for the prospect; as a board member, you are taking
the time from your busy day to meet with the prospect, who is impressed
by your selflessness and dedication.

Second, as a board member, you are responsible for the governance of
your organization, and prospective donors appreciate speaking with the
folks who have ultimate authority. Finally, keep in mind that we want two
things from a major gift prospect. We want a financial contribution, and we
want him or her to be so enthused with the work of the organization that
he or she will join the major donor committee next year and solicit his or
her friends, relatives, and colleagues. What gives annual major donor cam-
paigns their critical mass is more and more volunteers—who are donors
themselves—joining the effort and soliciting the folks they know best. A
major donor campaign therefore depends on the enthusiastic, consistent
involvement of volunteers, with the support of staff members.

A final note on your responsibility as a member of the major donor
committee: every committee member must make a gift to the campaign to
the extent of his or her capacity. The individual you solicit for contribu-
tions won’t usually ask how much you gave, but he or she may well ask
whether you gave, and obviously you must be able to respond in the affir-
mative. Also, the more money that has been raised before kicking off the
campaign, the more impressed prospects will be with the seriousness of
the effort.

Since the participation of board members in pursuing major donors is
so significant, we have included additional information in the Resources at
the back of the book that we feel is helpful in mounting a major donor cam-
paign. This includes specifics on how to ask for the money, an example of
a typical major donor ask, and a list of campaign tasks.
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EXERCISE 16
Major Gift Solicitation

Here is a detailed fictional scenario meant to help board members overcome their fear of asking and pre-
pare them for a major donor campaign. Feel free to use a scenario based on your own organization’s work.

Participants: This exercise requires a facilitator and should be done with the entire board and executive
staff. The role play should be repeated by members of the major donor committee immediately prior to
setting up any visits to solicit gifts.

The facilitator divides the participants into groups of four. Ideally, you should do this four times so that
everyone has the opportunity to play each role.

WomanAlive! is a domestic violence prevention organization that focuses on the problems of
women who are abused by their partners. WomanAlive! provides one-on-one and group counsel-
ing, operates a shelter and a hot line for victims, and conducts public information campaigns to
raise awareness of the problem of domestic violence. Since its inception WomanAlive! has offered
counseling services to more than one thousand women. The mission of WomanAlive! is to edu-
cate the community about the realities of domestic violence and to serve as a source of support
and safety for domestic abuse victims. By the end of this year, WomanAlive! plans to expand its
activities into two neighboring counties.

WomanAlive! staff includes an executive director, twelve paid counseling staff, a half-time devel-
opment director, a half-time office manager, and forty-five volunteers. Volunteers staff the hot
line and provide services at the shelter. WomanAlive!'s budget this year is $3 million. Sources
include a United Way grant, grants from two local foundations and three businesses, and federal
Violence Against Women Act funds. In addition, in the last year WomanAlive! mounted two
direct mail campaigns and two small special events, each of which netted a moderate amount
of money. WomanAlive! has never solicited contributions from major donors. By the end of this
year, WomanAlive! anticipates receiving approximately $2.5 million from the sources listed here.
Therefore the organization is facing a deficit by year’s end of $500,000. The fourteen-member
board of directors includes therapists, abuse survivors, a doctor,and a businessperson. Even
though every board member makes a financial contribution, most could afford to give more
than they do.

The roles:

+ The WomanAlive! executive director—A social worker and longtime women’s advocate, the executive
director is fiercely dedicated to the work of WomanAlive! She is extremely knowledgeable about domestic
violence but does not have the “clout” and connections to secure large individual contributions on her
own. In this role play, it is the executive director’s job to describe WomanAlivel’s mission, program, and
target population, to indicate the new directions in which WomanAlive! will go in the next two years,and
to field Mr./Ms. Dinero’s questions and criticisms.

» The board member who is a friend of Mr./ Ms. Dinero—An old school friend of Mr./Ms. Dinero, the board
member is proud to be involved with WomanAlive! (You may play this role as a therapist, volunteer, survivor,
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EXERCISE 16
Major Gift Solicitation, Cont'd

doctor, or businessperson. Whichever you choose, you must have at least one rich friend: Mr./Ms. Dinero.)
It is the board member’s job to communicate his/her enthusiasm about WomanAlive! to the prospect and
to smooth the way for the executive director. The board member should feel free to jump in with descrip-
tions of WomanAlive! activities and comments about the importance of the mission of the organization.

* Mr./Ms. Dinero—A well-to-do local businessperson and friend of the board member, Mr./Ms. Dinero has
a history of sizeable philanthropic gifts to “mainline” organizations such as the local hospital and opera
company. Depending on how you choose to play this role, Mr./Ms. Dinero may be reluctant to make a con-
tribution to a small, fly-by-night organization, or have no interest in or be actively hostile to people in abu-
sive relationships, or claim to be overburdened by other philanthropic commitments. It is important that
Mr./Ms. Dinero not be an easy sell, but also not be closed off completely to the arguments made by the
executive director and the board member.

+ A fourth person takes notes about key comments and body language.
After the role play, each person discusses his or her role:

+  What went well?

+  What was difficult?

+  What clues did you get from Mr./Ms. Dinero’s body language?

+ Could you answer all the questions?

+  Were you comfortable?

+  What could you have done differently?

+ Did you make the sale (that is, successfully solicit a contribution)?

The note taker reviews what he or she observed, especially the unspoken cues we all give concerning our
thoughts and intentions.

If time permits, this exercise should be repeated three times more, so that every participant has the
opportunity to play each role.

Time (if everyone plays four roles): Approximately one and a half hours. Each role play should take about
twelve minutes, and a further ten minutes should be allowed for discussion before participants change roles.
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Planned Giving

No other fundraising technique offers the dollar potential of planned giv-
ing. In a report by Boston College’s Social Welfare Research Institute, it is
estimated that $41 trillion in wealth will be transferred in the United States
through people’s estates between 2002 and 2052, of which $6 trillion will go
to nonprofits.? This is an extraordinary amount of money. Is your organi-
zation going to get its fair share?

A planned gift, as its name implies, is a gift to a nonprofit for which
plans are made in the present with an eye toward securing the gift in
the future. The most common kind of planned gift—and the easiest to
promote—is a bequest in a will. Other planned gift instruments are life
insurance policies, charitable remainder trusts, charitable lead trusts, gift
annuities, and pooled income funds. As a board member, it is not impor-
tant for you to understand the particulars of these instruments. What you
should understand is that planned giving allows the donor to create the
means to (1) pass assets onto heirs, (2) invest in the future of his or her
favorite nonprofit organization, and (3) avoid onerous taxes. If your
board does not already include an estate planning attorney, you might
want to add such a person and ask him or her to chair your planned giv-
ing committee.

A Few Warnings About Planned Giving

Many organizations assume that all they have to do is print up a planned
giving brochure with information on various kinds of gifts and their finan-
cial value to the donor, distribute the brochure to interested parties, and sit
back in anticipation of big gifts. The typical planned giving brochure,
crammed with information on the joys of charitable remainder trusts, gift
annuities, and pooled income funds, usually has a picture that illustrates
the mission of the organization and a wan plea that “gifts from estates are
vital to our future.”

Organizations prepare brochures with the same old message about tax
and income benefits without troubling to communicate convincingly why
they need and merit planned gifts. The brochure-driven, tax-and-income-
centered approach to planned giving violates basic fundraising principles.
It presents no compelling case, shows no commitment from key volunteers,
and relies on impersonal methods. Worse, it makes beleaguered develop-
ment directors think they have to become tax and legal experts before they
can start a planned giving program. Instead, your job is to put fundraising
back in planned giving.
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Questions for Board Members to Consider
Here are questions for board members as you consider whether to initiate
a planned giving program:
¢ Have you already received major gifts? If not, you'll need to focus on
that aspect of your fundraising before turning to planned giving.

* Does your board or development committee understand the long culti-
vation period necessary for a successful planned giving program? If not,
have at least one member attend a planned giving seminar.

* Are you prepared to allocate resources for a planned giving program?

Creating the Planned Giving Program

The planned giving committee (made up, as is true of other committees
described in this book, of board members and other interested volunteers)
needs to develop a plan for the planned giving campaign, develop program
protocols (types of devices used, donor recognition, and so on), and decide
who will bring in technical expertise.

If your organization is just getting its feet wet with major gifts, it would
be premature to launch a planned giving campaign. Once your organiza-
tion feels comfortable with soliciting large gifts, you should create a planned
giving committee and seek out these contributions. It’s important that your
major donor committee and your planned giving committee get together to
vet the lists of prospective donors. You may decide that Ms. X is an excel-
lent prospect to make a contribution toward a particular program, while
Mr. Y would prefer to talk about the benefits of a charitable lead trust.

If your organization is not yet prepared to create an entire planned giv-
ing program, keep in mind that, at the very least, you can conduct a “pas-
sive planned giving campaign” by advertising for bequests in wills. Every
nonprofit on earth should publish a newsletter or e-newsletter regularly,
and every edition should include a display advertisement stating: “When
drafting your will, please consider making a bequest to [name of your
organization].” (Please see Exercises 17a and 17b.)

Websites and E-Mail

More and more people are spending significant portions of their waking
lives glued to computer screens. This is affecting all areas of life, including
philanthropy. Even though e-mail and website fundraising will not replace
other fundraising techniques, they offer new and exciting philanthropic
opportunities. It is the rare organization that is taking maximum advantage
of what e-mail and websites have to offer. Board members can be valuable
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EXERCISE 17A
If Your Organization Does Not Already Have a Planned Giving Program

Participants: This exercise requires a facilitator and should be done with the entire board and executive staff.

At a board meeting, schedule a discussion concerning initiation of a planned giving program. The facilita-
tor informs board members that their answers to what are fairly personal questions are strictly voluntary.
In fact, if you are concerned about confidentiality you can solicit this information before the meeting and
furnish summaries of the responses as answers to the first two questions and the following:

+ Have you made your will?

+  Would you consider putting our organization in your will?
This next question is at the heart of what it takes to initiate a program:
+  What would entice you to include this organization as one of your beneficiaries?

Once the answers have been compiled, give them to your development committee to determine your
readiness for planned giving. This is the beginning of making the case for a planned gift contribution.
It is unrealistic to assume you can start a planned gift program if no one from your board has made a
planned gift.

Time: Fifteen to twenty-five minutes

EXERCISE 17B
Strengthening Your Planned Giving Program

Participants: This exercise requires a facilitator and should be conducted with the planned giving commit-
tee and development staff.

The facilitator asks the group to review your program and answer these questions:

+  Where are you currently advertising your program?
+ Are there other ways to let donors know they can make a donation to your organization in their will?

+ Are your planned giving brochures written in plain English, or do they use a lot of sophisticated terms
about legal structures used for making a donation?

+ Is the case made for a contribution that goes beyond tax savings or income to the donor?

+ Do you have either volunteer or paid assistance available if someone is prepared to make a
planned gift?

+ Have you recognized planned gift donors in your literature?

Time: Twenty-five to thirty-five minutes
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players in ensuring that your organization makes good use of cyberspace
fundraising.

It is not your job as a board member to design a website for your organi-
zation (unless you are technically adept and agree to volunteer your services),
but it is your responsibility to ensure that the website is doing its job. Like
all fundraising efforts and materials, your website must first tell your orga-
nization’s story compellingly and comprehensively. Second, the site should
make it desirable, easy, and secure for individuals and donors to make finan-
cial contributions. Third, the site should be kept current. Since the Internet
is a speedy way to communicate, there is an understandable expectation that
the site is being updated regularly. Information that is obviously dated does
you no good. There are costs, then, beyond the initial design.

On-line fundraising means more than creating a website with a Donate
button, which alone does not generate contributions. Imagine an individ-
ual cruising the Web looking for good causes to which to donate. Sound
unlikely? It is.

What the Internet does furnish is convenience. Donors can make a gift
with a few clicks of the mouse from their home or office. In fact, donors
have already made millions of dollars” worth of contributions this way. But
most of these on-line donations are made to high-profile or national organi-
zations, or in response to something like a natural disaster (or in some cases
“people-created” disasters such as war or terrorism). For smaller and
medium-sized organizations, fundraising on the Internet is a critical part of
an overall development strategy but rarely an end unto itself. The bottom
line: any time you are engaging in a fundraising campaign, you should give
donors the opportunity to make a gift or pledge on-line. Not every donor
will take advantage of this convenience, but just like a department store
thinking about its customers, you want to make it as easy and convenient
as possible for donors to contribute to your worthy cause.

Cultivation

Fundraising is about building relationships. A Donate button won’t do
much for you in terms of cultivating your donors, but e-mail will. E-mail is
a godsend for philanthropy. Your e-mail and website are excellent tools for
keeping donors apprised of your organization’s activities and accomplish-
ments—for cultivation. If you have a donor’s e-mail address, you can send
him or her updates on your organization’s activities inexpensively and
effectively. Most important, you can personalize information to suit the
donor’s interests. The ease and cost savings of this type of communication
cannot be overestimated. This opportunity was not available before, and
the sooner your nonprofit takes advantage of it the better.
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To begin this process your organization should be soliciting e-mail
addresses in as many places as possible: your website, newsletters, mem-
bership applications, and event response cards, to mention a few. Spam-
ming is obviously a big no-no, but most donors welcome targeted
information from you, and you should always include and honor ways to
opt out of any e-mail mailings.

If a donor to your health organization has expressed an interest in breast
cancer, you can put her on your news alert list for breast cancer press
releases but keep her off the heart disease list. Advocacy organizations are
particularly effective at communicating with their supporters through alerts
that request donors to take action (and that sometimes offer opportunities
to donate). You can include a tag offering recipients the opportunity to
donate to your organization. Here are two examples:

¢ Become a member of the Eastern Health Care Coalition www.eastern-
healthcarecoalition.org/join

¢ To make a secure donation on-line to the Eastern Health Care Coalition,
click this link: www.easternhealthcarecoalition.org/donate/

Note: These are not active URLs and are used here for demonstration
purposes only.

Though we believe wholeheartedly in the value of printed newsletters, you
can supplement your newsletters through a handsome presentation on the
Web. Web donors will probably make modest contributions initially. It is
your job to upgrade these donors over the years, much as you would a
direct mail donor. With cultivation, a small initial on-line contribution can
turn into a major gift six years from now and a planned gift twenty years
down the line. But remember: fundraising is a person-to-person business,
so human contact is critical somewhere along the cultivation path.

Case Study: MoveOn.org

An example of what the Internet and on-line activities can do to raise money
and awareness is MoveOn.org.” MoveOn.org was created by Joan Blades
and Wes Boyd, two Silicon Valley entrepreneurs, during the heyday of high
tech, which happened to coincide with the attempted impeachment of Pres-
ident Bill Clinton. The founders wanted the country to “censure and move
on” past the impeachment and hence created their website. From an initial
e-mail to under one hundred (three hundred) friends, MoveOn.org has
grown in a few years to a virtual membership of 1.6 million nationally and
2.3 million world wide, proving that grassroots campaigns can spring from
the Web.
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MoveOn.org uses Web technology to motivate its members to sign
petitions, make phone calls to leadership, write letters to the editor, send
faxes, meet with representatives, and yes, donate money for causes or issues
they support. At this writing, MoveOn.org PAC has donated more than $6.5
million to selected candidates for national office and has garnered signifi-
cant media attention. If there was a world record for the most political
money raised on-line in the shortest time, MoveOn.org might well claim it.
In an appeal for funds to support ads about a particular issue, MoveOn.org
raised over $1 million in a little over twenty-four hours from almost 20,000
donors and in three days garnered $2.3 million.

What is especially important about MoveOn.org—and what other non-
profits need to understand about Web and e-mail fundraising—is that it
builds relationships with members through informational e-mails and calls
to action as well as requests for donations. Not every e-mail asks for money
or action; some simply provide information. MoveOn.org has the technical
ability to target responses appropriately (and does) depending on stated
interests, actions, or donations. (For further information on some software
available for this type of customer service, see “Customer Relationship
Management” later in this chapter.)

Issues to Consider Before Initiating an On-line Fundraising Program
On-line solicitations may present policy dilemmas that board members
should address prior to initiating a program. For instance, there are a num-
ber of ways to solicit on-line solicitations to ensure a secure site. This may
involve developing your own site with security that ensures your message,
logo, and information are accurate, or to save on costs you may decide to
use a service such as a charity portal (see definitions later). If you do use
another organization’s portal, this can raise questions about who owns the
donor’s information, how the donor gets thanked, and what other solicita-
tions will be sent to the donor. How secure and private is the site? That is,
how will your donor’s privacy be protected by using the service or affilia-
tion you have developed?

Another consideration: your nonprofit might decide to affiliate with a
company. The company donates a percentage of the proceeds from the sale
of a particular product to your nonprofit. It might turn out, however, that
you deem certain other products manufactured by that company to be harm-
ful or destructive (they could hurt the environment; they are unhealthy; they
are harmful to children). Do you want your organization associated with
these corporate solicitation entities? If so, do you want your donors to get
solicitations from these entities?
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Also, if you are accepting donations on-line, make absolutely sure that
you have a system in place to document and thank the donor for his or her
contribution! You must thank donors for gifts made on the Internet, and you
must make sure that you are recording their e-mail addresses so you can
solicit them in the future.

On-line solicitations can also raise legal or registration issues in some
states, and the board should ensure that these issues are reviewed prior to
starting any on-line fundraising program to be sure your organization is

complying with all necessary regulations.

Terminology
There are a few terms to understand in the world of on-line fundraising.

Charity portals are websites that connect donors with a variety of chari-
table organizations for the purpose of making a donation on-line. Charity
portals often advertise, thereby potentially attracting new donors to your
cause. They may or may not charge you a fee to be listed on their site. Affil-
iating with a charity portal is often less expensive than setting up your own
secure on-line donation system, particularly if you are just starting a pro-
gram and don’t expect a significant amount of donations.

Charity malls, otherwise known as “shop-to-give,” are websites that
allow visitors to make a purchase from a variety of businesses and donate
a part of the sale to the nonprofit of their choice. Instead of going directly
to the website of an on-line bookseller, for example, a charity-minded cus-
tomer about to place a large book purchase might visit the charity mall first
to see if the mall is linked to the book site. If that link exists, and your orga-
nization is registered with the mall, a portion (generally 2-8 percent) of the
individual’s purchase is given to your organization. Schools are particularly
adept at using these services by promoting them to parents, especially near
the holidays.

Affinity programs operate much like charity malls; nonprofits receive a
small percentage of each purchase. In affinity programs, for-profit busi-
nesses use the good name of a charity to market a product. In return, the
business donates a percentage of the purchase to the organization. Affinity
programs often promote their products on organizational websites through
a link to their own sites. Such programs might include selling anything from
books to real estate.

Donate buttons can be set up directly on your site with your own secure
transaction (you pay a fee and often a percentage for this service), or you
can link to a charity portal to process the donation (again, usually for a fee,
though some dot orgs do this for free).
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Listservs are e-mail programs that enable you to send an e-mail to a
large group of individuals at the same time; this is particularly useful for
e-newsletters. There are free services, but they usually include their own
advertising in each e-mail you send. Other listserv programs can be con-
nected to your website and automate sign-ups and the opting-out option;
they charge a fee depending on how many e-mails you send. Some fund-
raising software includes this capability in the application.

Customer Relationship Management (CRM) is a tool similar to a sophisti-
cated database system that makes it easy to customize and track informa-
tion about donors, members, and prospects both off-line and on-line. This
tool is also called “stakeholder relationship management” software. It is
especially valuable in assisting with tailoring e-mails and other forms of
communication with donors or members. It can be an expensive but useful
program as your fundraising becomes more sophisticated.

EXERCISE 18

On-line Fundraising

Participants: This exercise requires a facilitator and should be done with the entire board.

Before considering making solicitations on-line or initiating a relationship with an affinity program, the
facilitator asks board members to discuss (or review their current) on-line solicitation policies. The answers
to the questions here will help you develop or refine your policies.

Do you want total control of on-line solicitations or are you willing to share this with another organi-
zation? (Consider the benefits of each: sharing saves money, at least initially, and is easy to set up, but
you surrender some measure of control over both the presentation and what happens to donor
information.)

How secure and private is the site? (Your donors value their privacy. Can you guarantee a secure site?)

Do you want your organization associated with any and all corporations? If so, do you want your
donors to get solicitations from these entities?

Are you currently getting the names and e-mails of donors/shoppers? If not, why not?
Do you have an e-mail newsletter,and a way to customize or target e-mail donors' different interests?

If you have a donor’s e-mail address, can you use it for solicitation or cultivation, or must you get
permission first?

Have you explored the legal implications of soliciting donations on-line?

Most important, do you have a system for thanking donors no matter where the gift originated?

Time: Thirty-five to forty-five minutes
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Contributions from Businesses

Corporations and other businesses make contributions to nonprofits because
they are genuinely interested in the work of the organization and because they
believe that the contribution casts them as good corporate citizens. But what
gets this ball rolling is people inside the company pitching the particular
organization.

Nowhere is the fundraising rule “people give money to people” of
greater importance than in the realm of business philanthropy. When we
conduct a corporate and business campaign, we do not begin with formal
research on prospects. Rather, we poll board members, staff members, vol-
unteers, ex-board people, ex-staff, and other organizational intimates to find
out who knows whom at local companies. It’s not necessary to know the
CEO (though it doesn’t hurt); what we're after is the name and title of some-
one inside the company who would be willing to go to bat for the organi-
zation when the time comes.

Yet again, the role of the board is paramount. It’s fair to say that every-
one on your board of directors knows people who work in local companies,
and a few board members may have connections at the highest levels. The
willingness of board members to contact the folks they know at local com-
panies is at the heart of successful fundraising from businesses.

Businesses make contributions to organizations in several ways:

¢ Financial contributions through a corporate foundation
¢ Financial contributions directly through the company

¢ In-kind contributions

¢ Matching gifts

* Event sponsorships

* Cause-related marketing

¢ Advertising

¢ Venture philanthropy

Let’s briefly examine each of the ways in which a business makes philan-
thropic contributions.

Financial Contributions Through a Corporate Foundation

Most large corporations have formed separate philanthropic foundations.
That is, the foundation has its own charter and board of directors, and it is
protected to some extent from the ups and downs of the parent business. If
the XYZ Fertilizer Company has a bad year, the XYZ Fertilizer Company
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Foundation may do just fine that year because it has separate assets that it
has invested prudently.

Corporate foundations work the way other philanthropic foundations
do (see “Grantors”): they have areas of interest, guidelines, and annual
reports, and many require prospective grantees to complete an application
form. The only difference between corporate foundations and other kinds
is that many of the former make grants to offset an organization’s general
expenses as well as for particular projects.

Financial Contributions Directly Through the Company
Rather than creating a separate philanthropic foundation, most small- and
medium-sized companies—and even some large ones—make direct dona-
tions to nonprofits. An employee with the title of vice president for com-
munity affairs or director of corporate community relations or similar is
responsible for determining which organizations to help and at what dol-
lar level. In some instances, this employee works in concert with a small
committee of other employees; in other instances, he or she works alone.

This informal arrangement makes it relatively simple for an ally of your
organization inside the company to buttonhole the vice president for com-
munity affairs on behalf of your organization. Board members must tell staff
whom they know at local companies.

In-kind Contributions

Some corporations prefer to make a gift of materials rather than money to
a nonprofit. A company that, for example, manufactures computer software
might prefer to donate product rather than cash. Also, companies are often
saddled with items they no longer need but that have not outlived their use-
fulness. If a business decides to redecorate its offices, the old furniture may
not fit the decorator’s ideas but may still be of the greatest value to a legal
aid program. If a large manufacturing concern upgrades its computers, the
old computers may still have a lot of life left in them and be perfect for a
community theater.

Matching Gifts

Many companies offer a special “perk” to employees: if an employee makes
a financial contribution to a nonprofit, the company will match that gift.
Usually, the match is one to one, though it is occasionally more. Here we
can establish a bridge between direct mail and corporate solicitations. Direct
mail letters that board members send to their friends and colleagues should
indicate that many companies will match employee gifts; an employee con-
tribution of $100 is therefore worth $200 to the organization.
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Event Sponsorships

Nothing trumpets a company’s status as a good corporate citizen like an
event sponsorship. Whether a sit-down dinner, a day at the ballpark, or a
“Las Vegas night,” an event gives a company an opportunity for maximum
public exposure. In our view, this is a perfectly acceptable—indeed, desir-
able—quid pro quo: the company pays for a sponsorship, and the organiza-
tion emblazons the company name across the wall, on the Jumbotron
screen, or wherever appropriate during the event.

An event committee must alert corporations to potential marketing
opportunities. Committee members should generate a list of companies to
contact that might be interested in sponsoring a golf tournament, dinner, or
bike ride. Corporate websites often announce the events they have recently
sponsored, thus affording you an idea of the scope of their interests. As
always, make sure you use your board members’ personal contacts inside
a company for the best results.

Cause-related Marketing

As important as corporate philanthropic activities are to nonprofits, there
is a more lucrative opportunity that awaits the most forward-thinking orga-
nizations. It stands to reason that the money a company has to dole out as
philanthropic contributions is dwarfed by the resources available in its mar-
keting department. How do nonprofit organizations gain access to corpo-
rate marketing dollars? By creating cause-related marketing opportunities.

In cause-related marketing, a company makes money through its
involvement with a nonprofit. For example, a department store might take
out a full-page advertisement in a local newspaper that reads: “Shop at Tres
Chi-Chi during the month of December, and we will donate 1 percent of
your purchase to the Breast Cancer Research Fund.” If you, the prospective
shopper, feel that you are doing the Breast Cancer Fund some good by
shopping at Tres Chi-Chi, you are more likely to shop there than at a com-
peting haute-couture emporium that has not exhibited the same desire to
do good work in the community.

Other examples include a car wash that donates part of its proceeds to a
local school, an ATM that donates a portion of fees to a program serving
children with a debilitating disease, and a spring water company that makes
a contribution to a performing arts organization for each person who signs
up for home delivery. Some large nonprofits have negotiated contracts with
credit card companies in which a small percentage is donated to the orga-
nization with each purchase.

One word of caution about cause-related marketing: as was the case
with certain on-line fundraising programs, your organization may be viewed
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as endorsing a product or company through your affiliation. You must
decide whether you are comfortable with this “implied endorsement.” For
example, thanks to government cutbacks some schools have affiliated with
fast-food chains or soft-drink companies by allowing them to merchan-
dise their products in the schools. Since child obesity has reached epi-
demic proportions, it begs the question of the advisability of this
relationship. This is a critical policy issue with which the boards of those
schools must wrestle.

Advertising
To its credit, the advertising industry has a long history of offering pro bono
assistance to nonprofit organizations. For no cost (or low cost), advertising
agencies “adopt” nonprofit organizations. Services might include placing a
billboard trumpeting the nonprofit’s accomplishments; placing a full-page
advertisement in local and national magazines; preparing and placing a
public service announcement on radio and television; or conferring with
nonprofit board and staff members on a “full-press” marketing strategy.
A word of advice: it makes a great deal of sense to invite someone with
advertising and marketing experience to join your board of directors (see
“Whom to Recruit” in Chapter Four).

Venture Philanthropy
Venture philanthropy arose in the heyday of the high-tech boom. Young,
socially responsible executives wanted to invest in their community by
helping nonprofits build capacity and by emphasizing quantifiable perfor-
mance standards. Venture philanthropy continues today, with investors
bringing their own business acumen to ensuring the viability of their invest-
ments in nonprofits. One of the fastest-growing venture philanthropy
groups is Social Venture Partners (SVP), which was founded in Seattle by
Paul Brainerd, founder of the Aldus Corporation.

Now with affiliates throughout the United States and Canada, SVP uses
a model described on their website in this way:

SVP Partners are individuals who want to make a meaningful contribu-
tion to nonprofit organizations—through sharing their skills, time, and
financial resources. SVP invests in nonprofit organizations that seek new
resources and approaches for addressing a variety of issues, including
environmental protection, youth development, and education.

The first half of the SVP model is investment that builds the long-term
capacity of organizations, rather than short-term projects or programs.
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Capacity-building investments include cash grants, skilled volunteers,
professional consultants, leadership development and management train-
ing opportunities. SVP Partners make an annual contribution of at least
$5,000, and make decisions about how to share their collective invest-
ment. Partners provide volunteer support in areas including marketing,
finance, technology, strategic planning, and human resources manage-
ment. Capacity building investments contribute to increased organiza-
tional effectiveness and impact.®

Venture philanthropy is a growth industry in the field of corporate
philanthropy; it is of great value in building effective, resourceful non-
profits that are true community enterprises.

EXERCISE 19A
Corporate Sponsorship Request

Participants: This exercise requires a facilitator and should be done with the development committee and
executive and development staff.

Group members pair up for a role play. One person plays the vice president of a local corporation, and the
other is a board member calling to arrange a meeting to discuss a corporate campaign. Feel free to adapt
the scenario to the particulars of your organization.

Gabriele Bonds is on the board of a local gardening organization, Roses & Friends. Gabriele and Dale
Small, vice president of Trash No More, are parishioners at the same house of worship. Trash No More is a
major local waste management and recycling company.

Gabriele and Dale are having lunch and discussing the possibility of Trash No More sponsoring Roses &
Friends'upcoming “gardening tour.” Roses & Friends hires buses to take members and guests to view the
most beautiful gardens in the county. This event has been very successful for the past five years and has
been mentioned numerous times in the Wednesday gardening section of the local paper. There is space
on the bus to advertise sponsorships, as well as on the invitation and program brochure.

After each person has played both roles, discuss these questions:

+  What went well?

+  What was difficult?

+ As Gabriele, could you answer every question posed by Dale?
+  Were you comfortable?

+  Were the benefits to Dale obvious?

+  Were you successful in soliciting a sponsorship?

+  What might you have done differently?

Time: Thirty-five to forty-five minutes
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EXERCISE 19B
Brainstorming Prospective Business Donors

Participants: This exercise requires a facilitator and should be done with the entire board and develop-
ment staff.

The facilitator invites everyone to brainstorm a list of local companies and lists them on a flipchart. Next
the facilitator asks each person to write down the name of any individual he or she knows who works at
any of these companies, the person’s job title,and the board member’s connection to that person.

The development committee then prioritizes the list and discusses the ideal way in which each company
might give. One company might be asked to be a sponsor; another might be solicited for a direct contri-
bution; a third might be approached with a cause-related marketing idea. When the development com-
mittee is ready to begin its approaches, members should practice the role play in Exercise 19A.

Time: Thirty-five to forty-five minutes

Grants

Although we have emphasized the importance of setting up a comprehen-
sive program to seek contributions from individuals and businesses, your
organization certainly should not ignore the world of private and public
grants. Nonprofits are eligible for grants from foundations (including cor-
porate foundations), religious philanthropies, and agencies at all levels of
government. The Foundation Center is a national organization that oper-
ates research libraries to bring to nonprofits a wealth of information about
foundations and other grantors: the areas of interest of the grantor, the con-
tact person, the average grant size, information required in letters of intent
and full proposals, and more.

Private Grants
Foundations—which are themselves nonprofit organizations—are required
by law to contribute a small percentage of their assets annually to nonprof-
its (or, in some cases, to individuals). A foundation may be established by an
individual, a family, or a corporation. Many communities boast “community
foundations,” which combine contributions from a number of individuals
and families. Foundations have particular subject areas that are dear to their
hearts, and many have geographic limitations. Most of the time, foundations
prefer to make grants for particular projects, not general operating expenses.
Turning to religious grantors, we note that every major faith in the
United States boasts a national philanthropic program. These programs
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operate similarly to foundations; they too have subject areas on which they
concentrate. Most religious grantors, for example, are more interested in

advocacy and social welfare programs than in, say, the performing arts.

Public Grants

Agencies at all levels of government make grants to nonprofits or contract
for particular services. Many nonprofits turn their noses up at government
grants because they are convinced that the application process is unbear-
ably onerous. We have found that, although proposals to government agen-
cies may demand more time (and more “poundage”) than proposals in the
private sector, there is a greater opportunity for multiyear funding, often at
a handsome dollar level.

The Board’s Role Is Threefold

Conducting research on prospective grantors and preparing grant propos-
als are staff responsibilities. The board’s role is threefold. First, the board
must insist that staff keep them fully informed about all proposals that have
been submitted to grantors. Once a proposal is submitted, staff should dis-
tribute copies to all board members. It is not at all unusual for a foundation
program officer to pick up the phone to discuss the merits of a proposal
with a board member at the organization. Pleading ignorance in response
to such a call does not help in securing the grant.

Second, board members must grease the gears with grantors. Many
folks who are new to the world of grantseeking assume that grantors con-
sider letters and proposals solely on their merits. It is important that non-
profits submit written material that is convincing and comprehensive, but
this is only half the battle. The trick, as always, is to unearth the personal
contacts that ensure your proposal gets due consideration.

When, for example, our consulting firm helps an organization secure
foundation grants, we always furnish members of our client’s board with the
names of the board members at the foundations we are pursuing. It is sur-
prising how often a client board member says “I knew that woman in social
work school and haven’t seen her in years,” or “We have dinner together a
couple of times a year, but I had no idea he was interested in philanthropy.”

As we have already described with reference to direct mail, a friendly
telephone call or personal note from a board member of yours who is a
friend of the foundation board member’s can make all the difference.

If a national religious philanthropy receives a proposal from your local
nonprofit, it stands to reason that that funder will contact someone at the
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local church, temple, or mosque to determine whether your organization is
worthy. Board members who are also members of the congregation should
talk to the head of their local house of worship to alert them to the fact that
the proposal has been submitted and to reinforce the importance of your

organization’s work.

EXERCISE 20A
Contacts at Prospective Foundation Grantors

Participants: This exercise requires a facilitator (this can be the development director or the development
committee chair) and should be done with the entire board and development staff.

This is an important exercise to do prior to submitting any grant proposal. Before conducting the exercise,
the facilitator should ask staff to prepare a list of board members at foundations that your organization
plans to approach. Circulate this list at the meeting and ask board members if anyone knows any founda-
tion board members. Staff record these connections and ask our board members to call those board
members as appropriate.

Time: Fifteen to twenty-five minutes

EXERCISE 20B
Meeting with a Foundation Executive

Participants: To encourage board members to follow up with colleagues or friends they know at founda-
tion boards, have them participate in this role play. This exercise requires a facilitator (who can be the
development director or the development committee chair).

This is a two-person role play. The facilitator asks one person to be a board member of a preschool and
the other to be a board member of a local family foundation. You may prefer to base the role play on your
own organization.

Jay Makami is an influential member of the community and a board member of a local preschool, Kids
Start Right, which serves low-income families. He or she knows Pat Schneider, a board member of a local
foundation, the Weir Family Foundation, whose guidelines indicate that it gives money to youth educa-
tion, especially innovative learning programs for children up to age five.

Jay's two daughters attend middle school with Pat’s daughter. Kids Start Right recently submitted its first
proposal to the foundation for a computer-assisted teaching program for preschoolers. Jay calls Pat to let
her or him know that she or he is on the board of Kids Start Right and that the organization has submitted
a proposal to the Weir Foundation. She or he offers to meet for lunch and answer any questions Pat might
have about the proposal or about Kids Start Right.

Discuss afterward what was easy and what was difficult about the call.

Time: Twenty to thirty minutes
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The same is true with government proposals. Board members must
stand ready to exercise the influence they have to convince decision mak-
ers at city, county, state, and federal agencies to give your organization’s
proposals a serious look.

Finally, board members must be ready to meet with grantor representa-
tives at the grantors’ behest. If a grantor is interested in your proposal, you
may be invited to a visit to discuss your proposal. The grantor representative
may also wish to arrange a visit to your site. In either case, the responsibility
for this meeting should be shared between staff and board. The executive
director or development director is almost certain to attend the meeting, but
it helps immeasurably if the board president or chair of the development
committee is there as well. As we saw with major donors, grantor represen-
tatives are impressed when volunteers take the time to meet with them.

1. Giving USA, a publication of the AAFRC Trust for Philanthropy, researched
and written by the Center on Philanthropy at Indiana University.

http://aafrc.org/
2. Anonprofit based in San Francisco, CA. http://www.homelessprenatal.org/
3. Websites for above mentioned sources of information:

Google http: //www.google.com.

The Complete Marquis Who’s Who http: //www.marquiswhoswho.com/

American Medical Association http://www.ama-assn.org/

West Legal Directory http://lawyers.findlaw.com/

Zimmerman Lehman http: //www.zimmerman-lehman.com

4. The complete report, “Why the $41 Trillion Wealth Transfer is Still Valid: A
Review of Challenges and Questions,” was published in The National Com-
mittee on Planned Giving’s The Journal of Gift Planning, Vol. 7, 1% Quarter,
2003, pp. 11-15, 47-50. The authors were John J. Havens and Paul G. Schervish
of the Social Welfare Research Institute at Boston College. Full report is avail-
able at: http://www.bc.edu/research/swri/meta-elements/pdf/
41trillionreview.pdf

5. Anonprofit based in Berkeley, CA. http://www.moveon.org/ (Oct. 1, 2003).
6. Social Venture Partners, a nonprofit based in Seattle, WA. To find an SVP

affiliate in your community, check www.svpi.org. (Oct. 1, 2003).
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TO ENSURE that your board has the ability to meet its responsibilities as out-
lined in Chapter One (planning, management, financial oversight, fund-
raising, legal compliance, and good governance), you need to institute a
systematic recruitment policy in which you (1) identify the skills of current
board members, (2) identify areas of weakness, and (3) recruit new mem-
bers with skills to shore up the areas of weakness. The board nominating
committee is responsible for developing and initiating a board recruitment
strategy, as well as for developing a board job description, recruitment pack-
age, and orientation package. Someone with fundraising experience should
serve on the nominating committee.

An effective recruitment process is vitally important to ensure the
strength and comprehensiveness of your board of directors. Any profes-
sional recruiter will tell you that, when designing a recruitment strategy,
the first thing to do is to identify the required skills and traits. The board
nominating committee must take a close look at what is missing from your
current board. In other words, you must create a profile of required skills
and then identify the folks who fit that profile.

When scouting for new members, many boards give first consideration
to individuals with expertise in the substantive work of the organization but
with few other requisite skills. A small theater company, for example, stocks
its board with individuals who have a solid grounding in theater (actors,
stage designers, directors) and who can thereupon offer valuable assistance
with program planning and oversight. A youth program looks for social
workers and teachers; an environmental group considers people already
involved in the environmental arena. This strategy is grounded in the under-
standable desire to gather like-minded people together in support of the orga-
nization, and this is all to the good. These board members must, however, be
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balanced with individuals who can play leading roles in the fundraising effort
(and who, of course, are committed to the work of the organization and ready
to address other board responsibilities). After all, is it fair to expect an accom-
plished stage designer to be an expert in fundraising and fiscal management?

When recruiting and orienting new members, most boards fail to make
fundraising a priority. The ability to raise funds is rarely factored into the
board recruitment process, and members are not alerted to their fundraising
responsibilities. Many organizations engage in what we call “anecdotal
board recruitment”—that is, current board members encourage their friends
and colleagues to join the board without regard to the skills these folks pos-
sess, particularly their ability to raise funds.

Many organizations do not make the effort to convince members of the
business community to become board members. They think of themselves
as doing good, not making money. Yet running a nonprofit organization—
be it a school, social service agency, cultural organization, or church—means
running a business, though one with a charitable purpose. Raising funds is
critical to the success of every business.

Let us add immediately that every board member, regardless of his or her
background, can and should play a role in the fundraising effort. If a youth
services agency includes a few young people on the board, they may have
the capacity to move a major donor to tears by reciting their stories and show-
ing how the agency turned their lives around. All board members can be
fundraisers, but moving into fundraising high gear requires the participation
of board members with money, connections, and the determination to ask.

Whom to Recruit

In addition to its program oversight and personnel responsibilities, your
board must ensure that the organization has sufficient funds to carry out its
mission, oversee financial record keeping and guarantee financial account-
ability, and promote a comprehensive program of public and media rela-
tions. To meet these responsibilities, it is vitally important to recruit new
members with the requisite kinds of experience. We recommend that you
recruit individuals from certain professions and walks of life to guarantee
the success of your development efforts:

* Fundraising. People who have served as professional fundraisers or
have worked as fundraising volunteers at other organizations are obvi-
ously invaluable.

® Sales. Salespeople make great fundraisers; they know how to make a
pitch and close a deal.
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* Other kinds of businesses. Folks in the business world (including small
businesses) have skills that are useful to nonprofits, particularly if your
organization engages in income-producing endeavors or charges a fee
for service.

 Public relations, marketing, and advertising. If your organization is a well-
kept secret, you won't raise much money. Folks with backgrounds in
these professions will awaken your community to the importance of
your work and will get you on the front page.

* Law. As indicated earlier in our discussion of planned giving, an estate
planning attorney can jump-start your planned giving effort. Partners
at big law firms are also well positioned to ask their colleagues for
contributions.

* Accounting and finance. People from these professions understand sound
record keeping, can read financial statements, and appreciate the fine
points of budgets and financial plans.

* And of course, the rich and famous. Individuals who are movers and shak-
ers in your community, be they entertainers, high-powered profession-
als, or simply people of great wealth, are central to your organization’s
fundraising.

You should also keep a keen eye on diversity as you develop your board,
including gender, race, ethnicity, age, sexual orientation, religion, and phys-
ical difference. We feel strongly that nonprofit boards should be as diverse
as the communities they serve. Diversity is also essential if your organiza-
tion is to succeed with fundraising; more and more foundations, for exam-
ple, fund only organizations that demonstrate diversity.

How to Recruit

We have developed the grid in Exhibit 4.1 to help you assess your current
strengths and to identify areas that should be targeted in recruiting new
members in the near future. Your board’s nominating committee is respon-
sible for assembling this information.

To begin your strategic board recruitment effort, the board nominating
committee should fill out the grid to determine which skill areas are cov-
ered by current board members. Once the grid is complete, the nominating
committee will know which skills and characteristics are missing and be
able to create a profile of the person or persons to recruit next.
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EXHIBIT 4.1

Board Profile Grid
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Marketing or advertising

Law

Accounting or financial

Other

Traits and Backgrounds

Fundraising experience

Connections with people
with money

Connections with
businesses

Has personal wealth

Is well known

Has leadership skills

Is a client representative

Other

Personal Characteristics

Gender

Race and ethnicity

Disability

Sexual orientation

Age

Religion

Other characteristics of
your community base
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The nominating committee should refine the list of skills and back-
grounds with an eye toward the specific needs of your organization.
Although this list includes the key elements required by most nonprofit
organizations to do effective fundraising, your board may also seek other
specific talents. List each board member by name. Check off each skill he or
she possesses. Once you see what’s missing, you'll be on your way to devel-
oping the profile for your next candidate.

The Nominating Committee

The nominating committee reviews this information and, for example,
reports to the entire board in something like this way: “We have examined
the backgrounds of current board members in light of our fundraising needs
and have determined that our top priorities for new board members are a
salesperson and a person with marketing expertise.” The board then dis-
cusses these recommendations. If the full board concurs with the nominat-
ing committee, it must come up with names of particular individuals in the
desired categories, in priority order. Current board members who know a
particular prospect should then call to arrange a meeting to discuss the pos-
sibility of board membership.

Meet and Cultivate

When meeting with the board prospect, speak from the heart about the
importance of your work with the nonprofit, describe the organization’s
exciting programs, and alert the prospect to plans for the future. Also, of
course, inform him or her of the specific responsibilities of board member-
ship (see the next subsection). Be sure to allow enough time to answer the
prospect’s questions and field his or her criticisms. If this sounds like major
donor solicitation, that’s because it is indeed very similar.

Allow enough time for successful cultivation. The prospect may not be
ready to say yes or no at the close of your initial meeting. Leave him or her
with copies of your annual report, financial statement, newsletter, and other
promotional materials. Be sure to fix a date when you will get back in touch
to answer questions and to find out if the prospect is truly interested in
board membership. Exhibit 4.2 is a sample board member candidate form
that nominating committee members and staff should fill out and present
to the interviewer prior to his or her meeting with the prospect.

Remember also that interviewing someone to serve on your board of
directors does not commit you to inviting that person to join. There are occa-
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EXHIBIT 4.2

Board Candidate Form

Name of candidate:

Home address:

Home phone:

Cell phone:

Business address:

Business phone:

E-mail:

Fax:

Skills:

Current occupation:

Prior work experience:

Community or volunteer service:
Personal characteristics:

Civic and professional associations:
Prior board experience (if applicable):

Reasons | recommend the candidate for membership:

Signature

sions when the interview reveals that, for whatever reason, the prospect
would not be a welcome addition to your board. Don’t be afraid to say no.
If you are excessively polite, you might make a decision that will haunt your
organization for years to come. Therefore be sure the prospective board
member understands that he or she is being considered for membership
and that the full board must vote on the candidacy. Never insinuate that the
decision to join the board is the prospect’s alone.

Some organizations require a prospective board member to join a com-
mittee prior to being asked to join the full board. This gives the prospect the
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opportunity to get to know the organization without making a significant
time commitment, and it affords the organization the opportunity to deter-
mine if the prospect would indeed be a good fit for the board. Consider ask-
ing your prospect to serve on your special events or fundraising committee
to assess her or his aptitude and interest in service to your board.

Job Description

To recruit new members effectively, your board of directors should have a
written board member job description. A sample checklist for a job descrip-
tion is included in the following bulleted list. Prospective board members
should understand their responsibilities prior to signing on. If, for example,
a prospect bridles at the idea of giving money and soliciting colleagues for
contributions, he or she probably does not belong on your board. Also, be
clear about what specific responsibilities this particular board member will
have. If you have decided that your highest priority is finding a lawyer with
an estate planning background, alert the prospect to the fact that he or she
will be expected to join the planned giving committee. Understand of
course that said lawyer will not be financially compensated for any work
that he or she does as a board member.

Every member of the board of directors is expected to:

¢ Attend regularly scheduled board meetings.

¢ Review minutes and stay well informed regarding the organization’s
fiscal and program work.

¢ Participate in setting overall policy.
* Participate actively on at least one committee.
¢ Participate in an annual planning retreat.

* Make an annual financial contribution from personal resources, to the
extent of capacity.

* Approach colleagues and friends for contributions through such activ-
ities as selling tickets for special events and appending notes to fund-
raising letters.

¢ Take responsibility for overseeing the organization’s finances.
¢ Speak on behalf of the organization to the community.

e Participate in an annual evaluation of the executive director.
¢ Avoid conflicts of interest.

* Agree to participate without financial compensation.
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New Member Orientation

Once the prospect decides to join the board, it is crucial to orient him or her
appropriately and comprehensively. Present the new member with a board
package containing these items:

Job description

Mission statement

Bylaws

History of the organization and its programs

Sources of the organization’s funding

Annual report

Website information

Organization’s policy manuals

Current budget and the most recent audit statement

Strategic and development plans

Organization chart and job title or description with names of staff
Roster of current board members and contact information

List of officers, as well as committee chairpersons and committee members

Organization newsletters and brochures

O o0Oooo00ooodogoononodaod

Minutes from the three most recent board meetings

For people who are new to nonprofit boards, we recommend their attend-
ing a training in board responsibilities. You might want to mount this train-
ing yourself or send the new board member to an organization specializing
in providing technical assistance to nonprofit volunteers. Also, it helps to
appoint a “buddy” for the new board member. The buddy is a current
board member whose job it is to introduce the new member to everyone on
the board, and to answer the questions that inevitably arise. Make sure that
the buddy checks in with the new member after a few months to find out
if the new member feels he or she has sufficient information to begin mak-
ing informed decisions.
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NOW THAT YOU HAVE a clear sense of the board’s role in fundraising and
the most effective means to recruit new members who can help with this
all-important effort, it’s time to consider what else your organization needs
to guarantee success. These essential elements are a comprehensive devel-
opment plan, trained and dedicated staff, organizational leaders who
understand their responsibilities (the board chair, development committee
chair, executive director, and director of development), a fundraising bud-
get that accurately reflects the cost of doing business, appropriate use of
consultants, and a plan for evaluating your nonprofit’s development effort.

Creating a Development Plan

78

The best fundraising is done systematically, not episodically. This requires a
development plan, which is a blueprint for raising the funds required to
achieve the goals stated in your strategic plan. It is the board’s responsibil-
ity to direct staff to prepare a fundraising plan, or to commission a consul-
tant to do so. If your board decides to hire a consultant, fundraising
committee members must work with the executive director and develop-
ment director in the selection process. If you choose to proceed without a
consultant, the fundraising committee must help staff determine strategies
and set goals. The staff is then responsible for drafting the plan for the com-
mittee’s review. Once the plan is completed, the fundraising committee is
responsible for monitoring the implementation of the plan and reporting to
the full board on developments.

The persons responsible for the plan begin their assessment of your
organization’s fundraising efforts by interviewing a cross-section of board
members, staff members, donors, and other organizational intimates to
secure their opinions concerning the quality of the fundraising work. The
only drawback to using a staff member in this capacity rather than a con-
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sultant is that interviewees may be reluctant to be as forthright with their

opinions as they would be in talking with an objective third party.

Assessing Your Fundraising to Date
The persons preparing the plan begin with a review of all relevant written

material, including letters of intent, full proposals, direct mail letters, spe-

cial events programs, case statements, annual reports, brochures, and other

fundraising and promotional written material. Once they have completed

this review, the folks preparing the plan interview twelve to fifteen organi-

zational intimates. Interview questions, which are asked in complete confi-

dence, should include these:

Why did you get involved with this organization?

What are your specific responsibilities as a staff (or board) member or
volunteer?

How good a job does the organization do in keeping board members
and other volunteers apprised of activities, upcoming events, and
changes in programs?

What is your opinion of the services offered to clients?

How effective has the board been in raising funds?

How effective has the staff been in communicating its need for fund-
raising assistance to the board?

How good a job does the organization do with regard to media and
public relations?

What is your opinion of the quality of the research that the organization
does with regard to grantors, including foundations, corporations, reli-
gious donors, and government agencies?

With reference to the most recent direct mail campaign, what did you
think of the letter and enclosures? Did board members and volunteers
append personal notes to letters? Were the letters mailed in a timely
fashion? Do you have other comments about the direct mail campaign?
What is your opinion of the most recent special event? How successful
was the organization in selling sponsorships? Did attendees appear to
be excited and involved? What did you think of the speaker? The food?
The music? Was registration handled intelligently? What did you think
of the locale? Do you have other comments about the event?

How would you rate the most recent major donor campaign? Were the
solicitors well trained? Did they make their pitches to prospects effec-
tively? Were the written materials that were presented to prospects
attractive and compelling?

Does the organization take full advantage of e-mail and the Web in
fundraising? If not, what might they do?
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* (Asked of board members and other volunteers) When the organization
approached you for a contribution, was it done by mail? in person? by
phone?

¢ Who asked for the gift? Did you make a gift? How might the solicitor
have been more effective in his or her approach?

Armed with information culled from the review of materials and the inter-
views, the people preparing the plan are ready to write an assessment of
your organization’s fundraising to date. The assessment includes a detailed
evaluation of all fundraising and public relations activities undertaken by
the organization in the recent past (usually three years), with particular
emphasis on the board’s enthusiasm for fundraising and the adequacy of
staff time devoted to fundraising and public relations.

Sample Board Fundraising Evaluation

An important part of the assessment is an evaluation of the board’s involve-
ment in fundraising. Here is a sample board evaluation section of a fund-
raising plan.

Greener America Board Fundraising Evaluation

Greener America came within $10,000 of meeting its overall fund-
raising goal in the last fiscal year. The board concentrated its fund-
raising efforts on selling tickets to the Forests Forever Luncheon and
succeeded in selling tickets to friends, relatives, and colleagues.
Board members also purchased tickets to the Organic First break-
fast and made thank-you calls to donors. The board has helped,
occasionally and sporadically, by setting up meetings with grantors
and attending major donor cultivation events. Board members
have not, however, scoured their lists of friends and colleagues and
asked them for big gifts. The board also has not provided Greener
America with a list of more modest prospects to receive direct mail
letters; nor have board members appended personal notes to
direct mail letters as appropriate. Although some board members
have assisted Greener America by opening the door for corporate
contributions and sponsorships, more could be done in this area

as well.
Here is an assessment of Greener America’s special event.

Let’s turn to the Forests Forever Luncheon. On December 12,
Greener America held its tenth annual Forests Forever Luncheon at
the Downtown Main Street Hotel. The luncheon was attended by
over 800 people and grossed in excess of $450,000. The Greener
America staff—particularly Ms. Belinda Bay Leaf and Mr. Carlos
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Cumin—deserve heartiest congratulations for an event that boasted
the following:
+ Registration that was organized and did not keep people
waiting
+ Alively pre-lunch cocktail party
+ Great food
+ A program that was engaging and informative, and that
ended on time
+ Delightful gift bags that guests took home with them
Belinda put together a detailed calendar with tasks for every month
beginning in January. (For the Organic First event, she prepared a
similar calendar for June through October.) After the luncheon,
Belinda prepared a long memorandum,“Suggestions for Improve-
ment for Next Year's Forests Forever Luncheon,” with specific
“marching orders” for next year’s event.

While attendance and gross revenue did not increase between
last year and this year, the tighter economy this year meant that
holding the line constituted a substantial victory.

We have one major concern about the luncheon: though events
can and should make money, another important purpose is to cap-
ture people so as to solicit them again and again. The person who
attends the luncheon may well be interested in making an additional
contribution via direct mail, or becoming a major donor, or making
a planned gift when the time comes. If Greener America doesn't cap-
ture these individuals, such opportunities go out the window.

When a corporation buys a Forests Forever Luncheon table,
Greener America gets the names of the people at the table, but no
other contact information. Greener America does not therefore have
the ability to pursue these individuals for contributions in future
months and years. How can Greener America capture these folks
without seeming unduly intrusive?

One suggestion is to have cards at each table that attendees
can fill out to subscribe—free of charge, of course—to Greener
America’s excellent newsletter. The master or mistress of ceremonies
will be instructed to alert folks from the podium that these cards are
at the tables. Not everyone will fill them out, of course, but enough
will do so to allow Greener America to get these individuals’names,
addresses, telephone numbers, and e-mail addresses into its data-
base. This may seem minor but is not. If even one person so cap-
tured makes a major gift to Greener America or names Greener
America a beneficiary in a charitable remainder trust, the effort will
have been worthwhile.

81
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Proposing New Strategies for Fundraising

After the assessment is complete, the second step is to propose new or
expanded development strategies not yet initiated by the organization. For
example, in assessing Greener America the persons writing the plan con-
cluded that the organization was quite successful with direct mail but
needed to move some of these modest donors into the category of prospec-
tive major donors.

Greener America has ignored the potential that lies in face-to-face
solicitation. The only face-to-face asking that Greener America has
done was during the capital campaign three years ago. These asks—
which were done primarily by the executive director and the direc-
tor of development—were highly successful; Greener America
generated significant support and these visits helped push the cap-
ital campaign over its $7 million goal. Greener America has not,
however, built on this success. It is time that face-to-face major gift
solicitation become part of Greener America’s annual campaign and
that the board of directors get involved in the solicitations.

Greener America could be raising significantly more money if
donors with significant capacity were asked for gifts in person. They
could be named members of the “Forest Club.” Most donors give to
nonprofits because the right person asks and because the donor
cares about the organization, but there is no question that perks
help. The Forest Club could offer some perks, including recognition
of major gifts in a variety of formats and guided tours of Greener
America parkland projects.

The foundation has been laid, then, for an annual, in-person
major donor campaign. What must be emphasized here is that vol-
unteers need to join with staff if the campaign is to be successful.
The major donor committee will be composed of members of
Greener America’s board of directors, other volunteers from the
community who love Greener America and who have connections
to major donor prospects, the executive director, the director of
development, and the director of major gifts.

Board members and other volunteers are important to this
effort because their involvement speaks volumes about their ded-
ication to the goals and mission of the organization. Once the
prospect makes a gift, it will be Greener America’s job to continue
to cultivate that person with two goals in mind for the second year:
to solicit another gift and to encourage that donor to join the major
donor committee himself or herself. Thus, if the major donor cam-
paign becomes part of Greener America’s annual campaign, the
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effort will grow from year to year because a certain percentage of
donors in year one will become solicitors in year two. These new
solicitors will open their lists of connections and the prospect list
will grow. There is no reason not to start today.

The Fundraising Calendar
The final and most important section of the fundraising plan is the task list
calendar. The calendar includes a semiannual list of responsibilities within
each fundraising category. Included are the particular tasks in each cate-
gory, the person or persons responsible for those tasks, and the financial
goal. The plan is a user-friendly document that can be conveniently dis-
played above the desks of every board member, the executive director, the
development director, and other appropriate individuals. (See Exhibit 5.1.)
In preparing the fundraising calendar, how do we come up with dollar
goals in each category?

¢ The goal should represent something of a stretch—not so high as to risk
failure nor so modest as to be too easily attainable.

¢ The goal should be based on the ability to raise the money, not on the
need for the money. If it will cost $10 million to build and outfit a new
building, a goal of $10 million makes sense only if the capital campaign
feasibility study indicates that that much money can be raised.

¢ The intimates of the organization—board, staff, volunteers, families of
clients—should be the landmark donors. When estimating goals, think
tirst of how much the intimates might give.

There is no magic formula for setting the dollar goal. Consider how much a
particular campaign netted last time and whether circumstances have changed
to merit an increase in the dollar goal. For instance, is a past major donor near-
ing retirement, someone who might give serious consideration to leaving a
$1 million bequest to your organization and therefore increasing your planned
giving revenues 25 percent? Will this year’s special event include a well-loved
keynote speaker who will drive up your attendance 50 percent? Have you
doubled the size of your development office, thereby increasing the amount
of time that staff can devote to preparation of foundation proposals?

With regard to particular fundraising strategies, here are a few useful
rules of thumb in determining dollar goals:

* Special events. Assume that you will mail eight invitations to individu-
als for every ticket that is purchased.

* Major donors. At the top levels (the top of your donor pyramid), you
must make five asks for every gift; at the middle levels, four asks for
every gift; and at the bottom levels, three asks for every gift.
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¢ Direct mail. In campaigns aimed at folks who have never given to your
organization, a return rate of 1.5 percent or better is excellent.

These are conservative estimates, and we certainly hope that your nonprofit
exceeds them by a considerable margin.
Here is an example of the Major Donor and Foundation sections in

Greener America’s calendar.

The first major donor campaign, which will be aimed at raising funds
to offset Greener America’s annual operating expenses, will be con-
ducted in year two of this calendar. In year one, Greener America
will lay the groundwork for the campaign.

What the Board Needs to Understand
About Fundraising Staff

Too few board members understand how terribly labor-intensive fund-
raising is. They lobby executive directors to keep their operations “lean and
mean,” thereby effectively cutting themselves off at the fundraising knees.

It is the rare organization that has enough fundraising staff. A major
university may employ 150 people in its fundraising office but need 200; a
small, community-based counseling program expects the executive direc-
tor to cover all the fundraising bases without so much as a part-time admin-
istrative assistant.

The optimum size of a fundraising office is not a function of an organi-
zation’s overall budget. We know of a $50 million medical research project
funded by two grants from the National Science Foundation that does not
require a full-time fundraiser (a part-time proposal writer does nicely). On
the other hand, a pediatric cancer clinic with an annual budget of $5 million
that raises funds via foundation grant proposals, corporate solicitations, direct
mail letters, sales of tickets to special events, major donor visits, and planned
gift efforts requires enough staff to address all areas comprehensively.

Cultivation of prospective donors takes time and effort and cannot
always be measured in dollars and cents, especially when an organization is
new to the world of individual giving. As explained earlier, the thank-you
letter sent to the donor in response to his or her first gift is the first step in
getting the second gift. Organizations require fundraising staff to solicit ini-
tial grants and contributions and to cultivate donors consistently and imag-
inatively in securing future contributions. It is the rare organization that
does enough cultivation because it is the rare organization that has enough
staff to cover all the fundraising bases.
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EXHIBIT 5.1

Fundraising Category: Major donor campaign
Time Period: January 1, [year 2] to June 30, [year 2]
$$ Goal: $150,000

Tasks Responsible Parties
Convene the major donor committee. Board chair, development committee
At the first meeting of the committee, discuss the Major donor committee

importance of major gifts to Greener America’s fiscal
health, and provide names of others who might join
the committee. Elect a chair.

Invite these prospective committee members to the Committee chair and director of major gifts
next meeting (approximately one month later).

At the second meeting, draft campaign timetable Director of major gifts and major donor
and discuss how Greener America will sell its work committee
to prospects.

Fundraising Category: Foundations
Time Period: January 1, [year 2] to June 30, [year 2]
$$ Goal: $100,000

Tasks Responsible Parties

Complete research profiles of the best prospective Director of development
foundation grantors.

Prepare first draft of letter of intent to foundations. Director of development, with input from the
executive director

Review board members at foundations with Greener Director of development, executive director,
America’s board to determine who knows whom. and entire board

Good fundraising means targeted marketing, and targeted marketing
is labor-intensive. As indicated earlier, the most effective direct mail cam-
paigns target particular constituencies and amend the text of the letters to
agree with the interests of those constituencies. A successful major donor
campaign depends on extensive research to determine not simply how
much someone might contribute but what his or her political slant is and
which hot button issues might crop up during the face-to-face visit. Non-
profits need labor power to generate this information.
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As a board member, your job is not to hire fundraising staff (unless
invited to serve on an interview panel by the executive director) but to help
the executive director determine the size of the fundraising office and bud-
get, and the appropriate positions within the office.

What Development Staff Can and Cannot Do

When a development director leaves to seek other employment, the most
common reason for his or her defection is not that the pay is too low or the
accommodations too spartan. In our experience, the primary reason is that
the board and the executive director offer little support and have no con-
ception of what a development director can realistically be expected to do.

To promote harmony and short-circuit conflict among your board mem-
bers, executive director, and development staff, we recommend first that
your organization develop detailed job descriptions for development staff
(and, of course, for board members, as described earlier). As a board mem-
ber, it is crucial that you understand what a development staff person is
expected to do. For example, if your organization is of relatively modest
size and has a one-person fundraising office, board members should real-
ize that the development director is responsible for a host of activities, from
putting out direct mail letters and newsletters to preparing foundation grant
proposals, running major gift campaigns, and supervising volunteers.

The board must also be realistic about the amounts that can be raised
from specific fundraising activities. For example, a board member of a small
community music school attends a gala at the local symphony that nets
$500,000. The board member calls the development director at the music
school and waxes euphoric about the symphony’s event. “We may not have
access to as many deep pockets as the symphony,” the board member says,
“but we certainly should be able to raise $250,000 at our upcoming cocktail
party, right?”

Wrong. With no wealthy people on the board and only a modest num-
ber of past donors, the music school will be fortunate to raise $20,000. Board
members must understand what is realistic without losing sight of the pos-
sibility of raising huge dollars a few years down the road.

Development staff also experience frustration with board members
who exhibit enormous initial enthusiasm about fundraising projects but
who fail to follow through on their tasks. The development plan described
earlier establishes a structure to ensure that tasks are addressed, but some-
one must be responsible for nudging board members to do what they have
committed to do.
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Some organizations rely on the development director to guarantee that
fundraising tasks are addressed on time and in full. Others find that board
members resent being told what to do by staff; in such a case, the chair of
the development committee should ride herd on board members and other
volunteers or should seek the assistance of a consultant.

Specific Fundraising Roles

For effective fundraising there are a number of key positions. We elaborate
on what these are and some important tasks they should perform.

Chair of the Board

Successful fundraising requires the active and enthusiastic participation of
the chairperson of your board. He or she is responsible for setting the tone
for a true “culture of philanthropy” in your organization. The chairperson
tirst must make a financial contribution to your organization that is truly a
stretch gift. He or she should also address the board and inform members
of their fundraising responsibilities.

Most important, the chairperson of your board must visit each board
member in person to ask for a capacity gift to your organization. It is a seri-
ous mistake to solicit these gifts by letter or—even worse—to make a speech
at a board meeting and expect board members to send donations at their
convenience. Solicitation of board gifts is identical to solicitation of major
gifts: the asks must be made in person. Your board president should also be
ready to meet with major donor prospects and with personnel from foun-
dations, corporations, and other grantor agencies. Donors and grantors will
certainly want to speak with the executive director; they will also appreciate
the involvement of your top volunteer, the board chair.

Fundraising Committee Chair

Like the board chair, the fundraising committee chair is responsible for
establishing and maintaining a culture of philanthropy in your organiza-
tion. The chair must ensure that the committee is made up of enthusiastic
fundraisers who understand that fundraising is not genteel begging but
rather creation of opportunities to invest in your community. The chair’s
job is to make sure that fundraising committee members meet their respon-
sibilities as described in the plan calendar. As we have already noted, the
fundraising committee chair may also have the larger job of leaning gently
on board members and other volunteers to guarantee that they complete
their fundraising tasks.
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Executive Director

Although Zimmerman Lehman has met the occasional executive director
who is fond of fundraising, most do not view fundraising as their primary
responsibility. They either (1) avoid fundraising like the plague and feel
guilty about failing to ensure their organizations’ financial future or (2)
spend all their time doing fundraising and are angry that they’ve been
dragged away from the program work of their organization.

What is the executive director’s fundraising role? Directors should not
be expected to do the numerous day-to-day tasks required for successful
fundraising. Writing thank-you letters, designing event invitations, making
sure that direct mail letters are back from the printer on time: these are not
executive director responsibilities but more properly belong to development
staff. If yours is a small organization that does not have development staff,
you should explore outsourcing certain fundraising jobs.

The executive director’s fundraising role is as the front person. He or
she—often in the company of the board president—meets with foundation
presidents, escorts major donor prospects around the organization’s premises,
and signs direct mail letters. The executive director is the person who comes
most readily to mind when the donor thinks of your organization.

For those organizations that have a development staff, it is their job to
position the executive director in the fundraising effort. “On October 6th,”
the director of development of California Youth Connection might say to
the executive director, “you and the board president have an appointment
to meet the president of the Philanthropy Tomorrow Foundation to discuss
our youth leadership training program.” Naturally, the executive director
should be aware of the details of the program and review the proposal prior
to the meeting.

The executive director has an additional fundraising responsibility: to
supervise the development director. The savvy executive director under-
stands that, in evaluating the work of the development director, the
amount of money that he or she has raised is not the primary criterion.
More important is the number of fundraising opportunities created. If the
development director implements a variety of fundraising strategies appro-
priately and conscientiously, the organization will generate income. Too
many executive directors assume that development directors should earn
twice or three times their salary as a measure of success. This is simply
unrealistic; fundraising, as we noted earlier, is not a quick-fix business. If
the development director does the job right—and if he or she gets the full
cooperation of the board of directors—the fundraising effort will succeed in
the long run.
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Development Director
The title “development director” means so many things to different orga-
nizations that it is virtually robbed of meaning. In some organizations, the
development director does little more than prepare grant proposals; in oth-
ers, he or she is responsible for ten fundraising programs. Some develop-
ment directors work with a staff of fifty; others are a one-person shop.
Regardless of the size of an organization’s fundraising operation or the
variety of its fundraising approaches, certain things are true for the huge
majority of development directors:

¢ The development director builds and maintains fundraising systems. He
or she keeps an eye on the fundraising plan and confers regularly with
the executive director, board chair, and fundraising committee chair to
make sure all tasks are addressed in a timely and appropriate way.

* He or she positions the executive director to assist with fundraising by,
for example, scheduling meetings with foundation presidents and major
donor prospects or arranging for the executive director to speak at the
monthly meeting of a civic organization.

* He or she supervises fundraising staff and assures completion of all
research, writing, and promotional activities. In a one-person shop, the
development director is responsible for all grunt work.

¢ In concert with the executive director, the development director meets
periodically with the full board of directors to apprise its members of
fundraising activities.

Fundraising Costs

There are no set “prices” or rates of return for particular fundraising activi-
ties. An organization new to direct mail, for example, will do well to break
even on its first drop. An organization that has conducted direct mail cam-
paigns for fifty years, on the other hand, can and should expect a significant
profit from campaigns targeted at current donors (but not at new prospects).

An organization that mounts its first special event may realize a very
modest return but should take comfort in the fact that it has captured atten-
dees who will, as described earlier, be pursued in the future via direct mail
and other fundraising approaches. A nonprofit that is holding its tenth
annual luncheon, however, had better be making money.

Our point is that, when it comes to pricing fundraising activities, one
size does not fit all; there is no magic formula to help the board determine
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whether its fundraising is cost-effective. That said, board members should
certainly pay attention to fundraising costs. The fundraising committee
should ask the development director to prepare quarterly reports containing
detailed information on the cost of doing fundraising business.

Budget Items
Sample costs for a fundraising budget include, under the heading of gen-
eral fundraising expenses:

Salaries

Postage

Telephone and fax

Supplies

Printing and copying

Travel

Memberships and professional expenses
Subscriptions and books (on-line, data research, and so on)
Training

Consulting fees

Computers

Fundraising software

Overhead (space, equipment, insurance, and so forth)

Expenses for particular fundraising activities include:
Printing and copying
Postage
Site costs (rental of a banquet room, for instance)
Food
Technical assistance, such as mailing houses or list brokers
Graphic designers
Music
On-line expenses
Advertising

Donor plaques and other recognition items (goodie bags for event
attendees)
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Even though we strongly caution against judging the success or failure of
specific fundraising activities in terms of revenue versus costs, we do feel
that these activities must become more cost-effective over time. Making a
modest amount of money on your first telephone solicitation campaign is
perfectly acceptable; making only a modest amount on your twelfth such
campaign is unconscionable.

Working with Consultants

Nonprofit staff and board members must be ready to shoulder their share
of fundraising responsibilities, but it is appropriate in some instances to out-
source a portion of the development work. Organizations large and small
have crafted successful relationships with fundraising consultants. Con-
sultants may specialize in a particular type of fundraising (special events,
direct mail, major gifts) or may offer a variety of services under the same
roof (often for large capital and endowment campaigns).

To foster a successful relationship with a fundraising consultant, non-
profit board and staff members should:

¢ Convene a small committee composed of the executive director, the
director of development (if your organization has one), and one or two
board members to decide upon the appropriate consultant.

¢ Determine which fundraising approaches are appropriate for your orga-
nization but have not been implemented for lack of staff time (see “Eval-
uating Your Fundraising Effort” later in this chapter).

¢ Contact your local chapter of the Association of Fundraising Profession-
als to secure names of reputable consultants in the subject areas in which
you need help.!

¢ Speak with folks at other nonprofits who have worked with consultants
to unearth additional prospects

When interviewing consultants, keep in mind that the person or firm must have
impeccable professional credentials and must be an appropriate fit for your orga-
nization. It is obviously important to ascertain that the consultant has a wealth
of experience in your area of interest; references are therefore vital. In deter-
mining whether the consultant fits your organization, the committee mem-
bers must be honest with themselves, by being asked: When the prospective
consultant made his or her sales pitch, did you feel discomfited? enthusiastic?
bored? Did you have a hard time imagining this consultant working harmo-
niously with your board? Did the three-piece suit and silky delivery make you
queasy? Remember: you want the professional experience, but you also want
a person or firm that will complement your organization’s personality.
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If the interview goes well, request a proposal from the consultant enu-
merating specifically what that person or firm will do (and, if it is a firm, who
from the firm will be doing the work), what your staff and volunteers are
expected to do, when the major tasks are to be accomplished, and what the
consulting assistance costs. With reference to cost, we are proponents of a
straight fee rather than a percentage of the money raised. Many organizations
assume that percentage-based fundraising would leave them off the hook
were no money to be raised. We believe that percentage-based fundraising
borders on the unethical; if fundraising consultants make the front page, it is
usually because they have been accused of keeping an obscene percentage of
the money they raised. In an article entitled “The Ethics of Consulting Fees,”
the Association of Fundraising Professionals puts it well: “Percentage-based
compensation encourages abuses, imperils the integrity of the voluntary sec-
tor, and undermines the very philanthropic values on which it is based.” It is
good business for the organization to know the services it is buying and for
the consultant to secure a respectable fee for his or her services.

Evaluating Your Fundraising Effort

The board fundraising committee, in concert with the executive director and
the development director, is responsible for conducting an annual evalua-
tion of your organization’s fundraising effort. Keep in mind that you are
focusing on money raised and on opportunities created. Here are examples
of the questions you should ask, in a variety of categories. First, for the
board of directors and other volunteers:

¢ Did the board meet its fundraising goals?
¢ Did every board member give to his or her capacity?

¢ How many current members of our board of directors are trained and
enthusiastic fundraisers?

¢ Are volunteers other than board members assisting with our organiza-
tion’s fundraising effort?
Questions for fundraising staff:

¢ Did staff address all tasks outlined in the fundraising plan in a timely
manner?

* Does our organization require additional staff to ensure the success of
the development effort?

¢ Did the written materials make the case effectively?

* Did donor records provide sufficient information to enable solicitors to
ask for gifts effectively? Does our fundraising database have the capac-
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ity to record gifts, store information from solicitors about interviews,

and mail merge for direct mail and e-mail correspondence?

Regarding specific fundraising efforts, there are representative questions to

ask about particular techniques and fundraising tools. Your committee can

pick and choose among them and should prepare other questions in light

of your fundraising plan goals. Let’s begin with direct mail:

Were the letters and enclosures compelling?

Did past donors receive letters that acknowledged their most recent gifts
and that asked for more?

Did board members furnish their list of contacts?

Did board, staff, and other intimates of your organization append per-
sonal notes to friends and colleagues?

Were you making proper use of list brokers to secure lists of prospects?
Did you mail often enough?

Was the mailing house that was responsible for the mail drop depend-
able and punctual?

Questions regarding events:

Did your events attract enough attendees?
Did you charge enough money?

Did you create opportunities for attendees to learn more about your
organization?

Did your events end on time?

Did you follow up with attendees (for instance, by adding them to your
direct mail list)?

Did board members invite all their contacts?
Did all board members attend?

Are fundraising staff burned out by events?

Questions on major donors and planned gift donors:

Did the major or planned gift committee do a good job of identifying
prospects? in training solicitors? in matching solicitors and prospects?

Were the written leave-behind materials pertinent and handsome?
Did solicitors follow up with prospects in a timely manner?
Was the campaign dollar goal too modest? too high?

Were the solicitors trained effectively?
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¢ Did the solicitors have adequate information about prospects before vis-
iting them?

¢ Did the solicitors do an effective job of asking? What worked? what didn’t?
What did you learn for next time?
Questions about grantors:

¢ Did the fundraising office conduct comprehensive research at the Foun-
dation Center library and on-line to unearth all prospective grantors,
including foundations, corporations, religious grantors, and agencies at
all levels of government?

¢ Did the letters of intent, applications, and full proposals convey the
importance of our organization?

* Did they lay out specific information about the projects for which fund-
ing was sought?

* Did they reflect the particular interests of each grantor?
¢ Did board members identify foundation, corporate, and government
contacts and follow up by making phone calls and appointments?
Questions regarding on-line solicitations:
* Does your website make it easy for donors to contribute?

* Does the website give donors and other readers information about your
organization that is comprehensive and attractive?

¢ Did staff put e-mail to use in cultivating donors by sending regular
e-mail newsletters?
Finally, questions about your database:
* Was your fundraising software effective?
¢ Was your software user-friendly, or did it drive administrative staff crazy?
¢ Did the reports that were generated offer sufficient detail to allow analy-

sis of costs and profits?

Once the committee has made its evaluation, it should be presented to the
entire board and discussed in detail. Your fundraising plan should be
amended in light of what the evaluation indicates.

1. Association of Fundraising Professionals is a professional association with
its national office located in Alexandria, VA. http://www.afpnet.org/



Conclusion

A GENTLE REMINDER, finally: even in tough times, the money is there. Peo-
ple are honored to be asked, and thrilled to give. Your love and respect for
your organization will close the sale, and you will raise all the money you
need to guarantee that your organization survives and prospers. As board
members who by now should be enthusiastic fundraisers, you are giving
people an opportunity to feel good about themselves through philanthropic
gifts and to invest in your successful community enterprise.

We close with a success story that is a lesson to everyone who reads this
book. Our son, Gabe, attended a wonderful preschool in Berkeley, California,
called Step One School.! When we enrolled Gabe at Step One and inquired
about fundraising (other than tuition), we discovered that the school’s main
activity was a dinner with an auction that required countless staff and vol-
unteer hours (the school had no development director; the codirectors did
all of the staff fundraising work) and netted a pittance. Occasionally a board
member would send a friendly holiday letter that would garner a few dona-
tions. No follow-up, no tracking of donors, and an event that grew more
burdensome each year, burning out many folks along the way:.

Colleges, universities, and independent schools had used a variety of
fundraising strategies for years—most preschools did not, and Step One
was no exception. Conversations with board and staff members further-
more revealed little fundraising experience and serious fear and loathing
about asking for money. The codirectors and the board feared rejection, and
they were concerned that fundraising would create “class issues” that would
ruin their inclusive community. That is, parents of moderate means would,
they worried, be treated as second-class citizens. One board member also
equated fundraising with “prying.”
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We began our efforts at Step One by meeting with staff and board to
plan a more diversified fundraising strategy and by conducting a series
of trainings for the school’s board of directors. Through the use of cer-
tain of the exercises found in this book, we moved board members—and the
codirectors—past their fears. We reviewed the wonderful work of the teach-
ers and school and demonstrated that tuition alone could never cover all
the school’s expenses (especially if preschool teachers were to be paid a
worthy wage). The board members and volunteers realized that there might
indeed be a few people who could subsidize the rest by making larger
donations. These individuals could be honored along with others who
devoted time and energy to Step One, and the school could also hold com-
munity events that would be inclusive of everyone.

We also emphasized follow-up with those who did give (including
alumni and grandparents), research on potential donors, publication of
newsletters, and practice in making the ask. The school initiated a formal
annual campaign via letter and a major donor campaign. The first few major
donor asks, though difficult, elicited significant sums, and this encouraged
the other solicitors to soldier on. The annual campaign also grew each year
and a larger portion of alumni made gifts. Within six years, the annual cam-
paign was netting close to $100,000; parents, board members, and staff had
become accustomed to and comfortable with asking and giving; askers felt
“they were doing donors a favor” by creating opportunities to give; and
donors felt honored to be able to help this wonderful institution that did
such a great job teaching their young children.

The school began an endowment fund for teachers and a capital cam-
paign for a novel educational garden for preschoolers, and they turned their
formerly exhausting fundraising event into a simpler community event for
all. When we asked what the key was to Step One’s success, one of the co-
directors replied: “We learned how to ask for the money.”

So remember these key points for successful fundraising:

¢ Ask for the money in as many ways as appropriate (diversification, sim-
ilar to a good financial investment plan)

¢ Keep the donor in mind (good donor/customer relations, cultivation,
and appreciation)

¢ Focus on the worthy cause of giving donors the opportunity to invest in
your successful community enterprise (your nonprofit business/mission)

Do this, and we promise you the money will follow!

1. Anonprofit based in Berkeley, CA. http://www.steponeschool.org/



Resource A

Major Donor Solicitation:
Asking for the Gift

Who Should Do the Asking?

You must decide who will approach the prospect and how much to request.
Remember: people give money to people. The person who is closest to the
prospect should contact him or her by phone to arrange a meeting. If
the prospect is not personally known to anyone at your program, choose
the volunteer or staff member whose interests and background best reflect
those of the prospect.

How Do You Cultivate the Prospect?

Keep in mind that major donor solicitation is a process of cultivation; it may
take weeks before you are able to arrange an appointment to meet a
prospect, and it may take three or more meetings before the prospect is
ready to talk about a large contribution. Do not rush to judgment. If the
prospect is not ready this year, you must think long-term. Perhaps he or she
needs to become better acquainted with your organization. Put him or her
on your newsletter list, invite the person to a special event, and consider
asking him or her to be a committee or board member. Keep the cultivation
process going (unless you get some indication that your efforts will be
wasteful). Take the time that it requires to cultivate a prospect effectively.

How Do You Make the Appointment?

Do not make a major gift request over the phone. Do not accept a small con-
tribution offered by the prospect by phone. Insist—politely but firmly—on
getting together face-to-face. You might say something like: “Our organi-
zation has expanded considerably in the past eighteen months. We’d like
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to get together sometime in the next two weeks to fill you in on our new
projects and to explore the ways that you might help us in the coming year.”

Two people from your organization should visit the prospect: the per-
son who made the phone call, and a second person who has extensive and
substantive knowledge of the work of your organization. (The executive
director is often a good choice, but don’t burn out the executive director by
asking him or her to attend forty solicitations. Two board members should
be able to handle a major donor visit on their own.) Both askers must be
passionate about and committed to the work of the program, and they
should be good listeners.

Turning now to the particulars of the ask, let’s assume that the prospect
is a friend of a member of your organization’s board of directors. The board
member has phoned to arrange an appointment for the board member and
the executive director to visit her friend at the friend’s home. The prospect
realizes that the meeting has been called to discuss a philanthropic contri-
bution, but no particulars were discussed on the phone (as is proper).

How Should You Ask?

If you are the board member or executive director, are you prepared to
make the most of this meeting? The most important rule in major donor
solicitation is to be yourself. Authenticity is the name of the game; as a
noted fundraising consultant is fond of saying, “Be who you are, ‘cause if
you ain’t who you are, you are who you ain’t.” Be genuine and create a
mood that is friendly and comfortable. Since the board member already
knows the prospect, it is her responsibility to set a friendly tone with intro-
ductions and questions about the prospect’s family and current situation:
“How’s Ray doing at college?” “Did you catch that awful production of Cosi
last month at the Opera House?” “I hope your Kauai condo survived the
hurricane.” Don’t cut to the chase too quickly. Set the right mood, and move
slowly but deliberately toward the task at hand. Note, too, that this pre-
liminary conversation is a good opportunity to unearth additional infor-
mation about the background of the prospect and his or her interest in the
work of the nonprofit.

Once you've seen to the amenities, the board member might say some-
thing like this:

Lydia, we appreciate the fact that you've taken time out of your busy

schedule to talk with us about the role that you might play in furthering

the important work of [name of organization]. Why don’t I let Hari [the

executive director] fill you in on the wonderful work of [the organization]

over the last few years and our exciting plans for the next two years?
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If you're Hari, keep your presentation short. Describe each facet of the orga-
nization’s work in the effort to determine which area is of greatest interest to
the prospect. Use an impressive statistic or two, and cite an example of a
person whose life was improved immeasurably through the work of your
program. If your organization doesn’t lend itself to such a dramatic exam-
ple, you still must demonstrate the impact of your program. Finish your
presentation with a short but convincing description of the new and excit-
ing work that your program will be doing in the next two years.

The board member should jump in here and discuss why she got
involved with your organization. There’s nothing like a volunteer who is a
peer of the prospect to motivate that prospect to get involved. Don’t depend
on the executive director alone to make the sale. The active involvement of
the peer board member is critically important.

If you've done your homework, you should be aware of the particular
philanthropic interests of the prospect, the amount that she might be
expected to contribute, and the aspect of your work that might be of the
greatest interest to her. However, many nonprofits simply don’t have the
labor power to devote to adequate prospect research. Let’s therefore assume
that you know that the prospect has made generous contributions to other
organizations and that a request of $25,000 would not be unreasonable. You
do not, however, know which of your organization’s efforts might be of
interest to her.

Ask Open-ended Questions

In order to draw a bead on the interests of the prospect, ask open-ended
questions. Don’t say: “We need $25,000 to revamp our computer system and
hire a part-time administrative assistant. Can you help out?” Do say: “Now
that we’ve described the goals and projects of our organization, what ques-
tions might we answer?” (The only exception here is if your research has
indicated that the only item that might be of interest to the prospect is, say,
computers.)

If you ask open-ended rather than yes-or-no questions, you stand a far
better chance of involving the prospect and finding out what is on her mind.

Don’t Argue, Educate

The solicitation committee must list the objections and criticisms that solic-
itors believe they will encounter when asking for contributions, and come
up next with responses to these objections. If you take the time to conduct
such an exercise before beginning your solicitations, you'll be well armed
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to deal with the criticisms that inevitably come your way. If the prospect
has a criticism of your program or field of endeavor, don’t argue; educate.

For example, if the prospect brings up the unseemly battle between the
past executive director and the board that made its way into the news-
papers, you shouldn’t get huffy about the press butting in where it doesn’t
belong. Instead, as the current executive director, you might respond: “I
appreciate your concern about the difficulties experienced by my predeces-
sor. I'm pleased to say that the board has been extremely gracious and help-
ful to me, and I anticipate a continuing excellent relationship with them. I'd
like [name of board member at this meeting] to say something about that.”

Be prepared to address the most common concerns that prospects will
raise. It’s also useful to convince the prospect that he or she is being asked
to invest in the continued success of an important nonprofit, not to donate.
The prospect and the nonprofit are full partners in the effort to improve the
life of the community.

Listen to the Prospect

The success of your major donor effort hinges on your ability to listen to the
prospect. It is a fatal error to arrive at a major donor meeting with a script
that you insist on completing, come hell or high water. Like all fundraising,
major donor solicitation is an art, not a science. You must be ready to
respond to the prospective donor’s wants, needs, and body language. If
you're primed to talk about your college’s beautiful new Life Sciences build-
ing and all the prospect wants to chat about is computers and Proust, you'd
better be ready to shift quickly to the critical shortage of personal comput-
ers in the French Department.

We come finally to the most sensitive moment: the dollar ask. Your
research should have equipped you with at least a general idea of the
amount of the prospect’s contribution. Once you have focused on the area of
endeavor of greatest interest to the prospect, you should say something like:
“I'm excited that you’ve shown so much interest in our computer program.
In the coming year, we anticipate spending $150,000 on computer pur-
chases, networking, and upgrading. Might we count on you for $25,000
toward this effort?”

Ask and then shut up. If the prospect is flabbergasted by the request,
you’ll find out. If the prospect is pleased that you've asked for so little,
you’ll find out (she’ll whip out her checkbook then and there, which is an
unmistakable sign that you’ve underestimated the donor’s capacity!). If the
prospect needs time to think, you'll find out. Let the prospect do the talk-
ing once you've made the ask.
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Close the Deal

It is critically important that you close the sale. You may get a firm yes or
no at this meeting. If not, it is up to you to schedule a second meeting. Don’t
leave matters up in the air. It’s also a good idea to bring along a packet of
written material to bolster your effort. If you're not proud of your brochure
or annual report, you should invest some money in producing materials
that are sufficiently impressive. It’s wrong to assume that unattractive and
poorly printed materials will prove that your organization only spends
money on programs. Your materials must be appealing and impressive if
you're to catch the prospect’s eye and compete successfully with other non-
profits that are pursuing your prospect.

In summary, make sure the prospect is comfortable, make your case, ask
for a specific amount, and close the sale. Most important, listen to the
prospect. He or she will tell you all that you need to know. Be sharp, be flex-
ible, and you will prevail!
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Major Donor Solicitation Scripts

Making the Appointment

Don’t make a solicitation by phone. Simply call the prospect to make a face-
to-face appointment. Your job here is to convince the prospect that it is more
invasive of his or her time to stay on the phone than it would be to meet
sometime in the next two weeks at his or her convenience. You will always
raise more money in person than on the phone. When you're face-to-face
with a prospect, you have oral and visual cues to guide you; the visual cues
can make all the difference.

You might say: “I'd enjoy getting together with you, Cody, to discuss
the [name of organization] and how you might be of assistance to us. Can
we meet at your office sometime next week?” (If the prospect would rather
meet at a neutral site such as a restaurant, that’s fine, too.)

If the prospect lives outside your geographical area, you might say: “I'll
be passing through [name of town or area] next week, Patsy, and I was hop-
ing I might drop by to discuss [name of organization] and how you might
assist us.”

If the prospect is hesitant to meet, smooth the way by acknowledging
his or her concerns: “I realize that the business climate is far from ideal,
Luis, but I still hope you can spare a few minutes to hear about the impor-
tant work of the [name of organization].”

The Dollar Ask

There are two schools of thought about asking the prospect for a contribu-
tion. The first contends that it is safer and more lucrative to let the prospect
bring up the issue, as in this sample dialogue. We assume in this dialogue
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that the prospect already knows the cost of the entire project for which he
or she is being approached.

Prospect: Well, I know that you're here to talk about money. How much
do you need from me?

Solicitor: As we discussed earlier, outfitting the new science laboratory
will cost $450,000. What portion of this amount would you consider
contributing?

According to a fundraising consultant of this first school, the prospect will
more often than not name a figure higher than the solicitor first had in
mind. If the figure named is significantly lower than the solicitor had hoped
for, he or she might say, “I appreciate your interest, but it is critically impor-
tant at this stage that we pursue larger gifts. Might you consider a gift over
three years that totals [three times what the prospect suggested]?”

The second, and more common, school of thought assumes that the
solicitor will articulate a dollar range. The ask in this case might go like this:

Solicitor: Each member of our board has pledged to make a contribution
to the extent of his or her capability. I will be making a $35,000 gift. Might
we expect the same contribution from you?

Or:

Solicitor: I'm excited about your interest in our activities. As you know,
we need a total of $450,000 for the science lab. Will you consider a contri-
bution of $35,000?

Or:

Solicitor: A benchmark gift of $35,000 would get our campaign off to a
great start. Will you consider such a contribution?

A Sample Major Gift Solicitation Script

(SCENE: The thirty-fourth floor of the downtown office of CARMEN
MEGABUX, an obscenely successful securities trader and occasional phil-
anthropist. CARMEN is greeting RAY SAVIOR, an old school friend who
has requested a few minutes with CARMEN to talk about the Happy
County Independent Living Center. RAY serves on the center’s board of
directors and plans to ask CARMEN for a major gift.)

Carmen: Ray, this is a pleasure! I haven’t seen you since Dick and I ran
into you and Emily at the bar during that horrible production of Tosca
last fall.
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Ray: That’s right, Carmen. Not a great night at the opera, though it was
certainly good to run into you. By the way, how are the kids?

Carmen: Well, Brad’s in his second year at State U. and doesn’t care about
anything but computers and basketball. And Cindy’s a real handful—
fourteen going on nineteen, if you know what I mean, and I think you do.
And how about your little darlings?

Ray: It's amazing the trouble that two-year-old twins can get into. Last
week, Danny and Darlene decided that Kippy’s dog food was preferable
to their spaghetti. So they got down on the floor, and . . . but I'll spare you
the details.

Carmen: Thank you. So tell me, my friend, what can I do for you?

Ray: Well, Carmen, as I mentioned on the phone last week, I've been a
member of the Happy County Independent Living Center’s board of
directors for the past three and a half years. The center does incredible
work on behalf of people with disabilities throughout Happy County,
particularly people with little or no income. I'd like to talk to you about
the center’s programs, about our goals for the next couple of years, and
about how you might help out.

Carmen: OK, Ray, though I warn you, business was off a little last year,
and I've already got quite a few philanthropic commitments.

Ray: 1 appreciate that, Carmen, but do let me tell you about some of the
achievements of the center. Founded twenty years ago, the center is
staffed almost entirely by physically disabled people who provide coun-
seling, services, and advocacy on behalf of other physically and develop-
mentally disabled individuals. The staff of twelve includes two people
with vision problems, one person with profound hearing loss, five people
in wheelchairs, and four people without disabilities.

Carmen: It’s good to hear that these people aren’t just sitting home collect-
ing government checks.

Ray: That’s right. Last year, the center served over two thousand disabled
Happy County residents through their programs, which include counsel-
ing for newly disabled people, job placement for the majority of disabled
folks who are able to work, assistance in locating attendants to work for
those disabled folks who are intent on remaining in their own homes but
need help, a van transportation service to take people shopping and to
doctors” appointments, advocacy efforts to ensure that local governments
understand the needs of disabled folks, and a large selection of classes
and recreational activities.
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Carmen: Whew. That’s quite a list. Is there really much of a demand for
this kind of help?

Ray: You'd be amazed. There are over sixteen thousand disabled adults in
Happy County, so as good a job as the center is doing, there are still thou-
sands of people who haven’t been helped.

Carmen: What about disabled kids? I saw the most darling photograph of
a five-year-old girl in a wheelchair in last week’s issue of Parade.

Ray: Well, it turns out that there are quite a few programs in the county
that offer services to disabled children. Therefore, the center decided to
turn its attention exclusively to adults.

Carmen: You mentioned the van program; tell me a little more about that.

Ray: It's probably no surprise to you that disabled folks have an awfully
hard time getting around. While some buses and trains are accessible, many
aren’t, and most disabled people can’t drive and can’t afford chauffeurs.

Carmen: Don’t tell me about chauffeurs! I'm on my fourth one in five
years! Completely undependable.

Ray: I'm sure. Anyway, the center’s van is available to take disabled folks
from anywhere in Happy County to important appointments and on
errands. Reservations generally have to be made three or four days ahead
of time. The van picks people up at their homes, deposits them at their
appointments, and is standing by for the trip home.

Carmen: A great program. Maybe I should use it myself. Well, it does
appear that there’s a need for the center, but don’t my tax dollars pay for
this sort of thing already?

Ray: Unfortunately not. The center’s budget this year was $1.2 million.
Only 30 percent of that comes from government sources. The rest must be
raised privately.

Carmen: Sounds like you’ve got a serious fundraising job ahead of you.
Tell me, Ray, what’s your interest in all this? You're not disabled . . . at
least not as far as I know.

Ray: Well, Carmen, I got interested in disability issues when my sister had
a daughter who was born with Down’s syndrome. Before I got to know
Kelly, I thought that the best that could be done for disabled people would
be to house them in institutions where their needs would be looked after.
Well, Kelly turned out to be a great kid—lively, loving, and certainly not
someone who should be locked away. So when a friend of mine at the
office told me about one of the center’s events, I decided to drop by.
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Carmen: 1 can understand your interest, Ray. My next-door neighbor—
who's also one of my closest friends—contracted multiple sclerosis two
years ago. She’s a real fighter, and I wouldn’t be surprised if she licks it!
Ray, it's good to hear that you're still out there fighting the good fight,
but I really don’t know if I can help. You must realize that I already make
substantial contributions to Doctors” Hospital, the Happy Valley Ballet,
and the ASPCA. How can I add another program to the list?

Ray: Carmen, you're to be commended for doing as much philanthropic
work as you already do. All I can say is that the work of the center is cru-
cial, the demand is increasing, and we have to raise funds from friends
like you if we're to survive and prosper.

Carmen: Let’s get down to brass tacks, Ray. How much are you looking for
from me?

Ray: Carmen, I was hoping for a contribution of $50,000.

Carmen (jaw drops): $50,000!? Ray, you must be joking! You must know
that the securities business took a tumble last year, and me with it. I can
hardly afford the upkeep on our summer house at Lucerne. Really, that’s
out of the question.

Ray: I'm sorry that business was off last year, Carmen, though the center
would still appreciate your help. You mentioned earlier that you were
interested in the van program. How about a contribution of $35,000
toward the purchase and upkeep of the second van that the center plans
to buy before the end of next year?

Carmen: Well, I'll have to talk it over with Dick, and you know how he
gets about “layabouts” and “Communists.” By the way, Ray, are you
making a contribution to the center?

Ray: Yes, I am, Carmen. I gave $5,000 this year for the second year in a
row. Also, did you know that our old classmate Jerry Crandall gave
$40,000 to the center last month?

Carmen: Crandall! That meathead! How he ever succeeded in the restau-
rant business is beyond me! Still, I'd hate to let that guy outshine me.
Look, Ray, I'll talk to my husband and I'll see what we can do.

Ray: I really appreciate that, Carmen. Let me leave you with a copy of the
center’s annual report and their plan for the next two years. I'll give you a
call a week from Monday to see if I can answer any more questions.

Carmen: Sounds good to me. And give those twins of yours a big hug
from me. Bye!
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