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This book is dedicated to the board members, volunteers, and staff members
who facilitate the fundraising for an organization. It is said that they have

earned a special place in Heaven—next to the martyrs.
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Foreword to the Fourth Edition

I will always remember the first time I met Pamela Barden, because she made
it clear to me that I had failed to live up to her expectations.

In those days, I lived and worked from my leafy retreat in north-central
Wisconsin, serving clients nationally as a freelance direct mail copywriter and
consultant. Pamela had just taken a fundraising leadership position at a suburban
Chicago-based nonprofit, which happened to be my client. She thought it would
be wise to meet this stranger from the north woods who created direct mail
campaigns for her organization, so we arranged to meet at a conference room at
Chicago’s O’Hare International Airport. It was there that I let Pamela down.

She expected a rough-hewn lumberjack in sturdy boots, worn jeans, and a
plaid flannel shirt. What she got was an ordinary late-1980s business guy in a dark
suit, starched shirt, properly knotted tie, and polished shoes. Pamela has never let
me forget the disorientation I caused her by not being the rustic writer she
expected.

Well, I have expectations, too. When Pamela told me she had written a book
on fundraising and that she wanted me to write the foreword, I was humbled and
honored by the opportunity. I immediately said yes—and then I quickly
imagined how good of a book it must be if Pamela wrote it.

I am pleased to say Pamela did not let me down, not that I ever imagined she
would. The fourth edition of The Complete Guide to Fundraising Managementmeets
and exceeds every expectation for what such a book should be and achieve. I’m
not the least bit surprised. Nor am I disoriented!

If I know one thing about Pamela after more than 25 years of professional
collaboration and personal friendship, it is that she knows her stuff—not as an ivory
tower theoretician but as an actual, seasoned, hands-on fundraising authority.

Yes, Pamela has earned a doctorate. But her advanced degree and academic
experience came after years as a fundraising practitioner at several nonprofit
organizations and as an ad agency executive and consultant. This makes The
Complete Guide exceptionally useful to anyonewho needs a practical understanding

xiii
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of the organizational structures and processes necessary for nurturing relationships
and securing current, planned, and major gifts through the mail, online, one-on­
one, by phone, and through special events.

Not only has Pamela done all of the above, she knows precisely where a
fundraiser must first focus his or her energies: squarely on the donor. This
perspective permeates The Complete Guide from the very first chapter. Effective
fundraising, after all, is about people—about treating them with utmost respect
and enabling them to fulfill their need for meaning and significance by connect­
ing them with something larger than themselves.

I saw Pamela’s donors-first ethic in a most compelling way not long after my
expectation-shattering meeting with her at Chicago O’Hare. I was in her office
discussing a recent appeal that had irritated a few donors who wrote to complain.
To my surprise (because I didn’t know Pamela very well back then), she told me
she called every one of those disgruntled donors to acknowledge their letters and
listen to their concerns. She then wrote detailed letters to each one to thank them
for writing and to assure them that their opinions mattered.

Many wrote back in astonishment that a nonprofit actually cared about them
and listened to them. Quite a few included a gift far larger than was requested in
the original appeal.

This is one of many reasons I admire Pamela Barden. It was a great example of
“friend-raising,” which Pamela has done with professionalism and excellence
throughout her career and that she will teach you how to do in this invaluable
guide.

Have I set high expectations? Yes, and I am confident Pamela Barden and the
fourth edition of The Complete Guide to Fundraising Managementwill exceed them.

Tim Kersten
Chief Executive Officer
RobbinsKersten Direct

Dallas, Texas

Foreword to the Third Edition

I first met Stanley Weinstein more than 20 years ago. He was educated as a
musician at the prestigious Eastman School at the University of Rochester and the
Curtis Institute in Philadelphia. He played clarinet in major American orchestras
for the first half of his career. Symphony orchestras can be precarious places
financially, and Stanley ventured into the world of development out of concern
for the well-being of his family, his fellow musicians, and his passion to preserve
and share our rich musical heritage. He intended to save the symphony by
encouraging community leaders to become serious patrons of the arts.
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I was puzzled. Having failed to make my high school symphony orchestra as a
clarinet player, I wondered why someone of such musical talent would make this
move. And after a few days of working with the board on their budget, I
wondered whether Stanley or anyone else was up to the monumental task ahead.
He was smart and energetic, but he had the misfortune of starting his develop­
ment career with a very difficult set of circumstances. All fundraisers have days in
which the goals seem bigger than the prospect base and the tools available, but this
was a particularly difficult set of challenges, especially for a rookie.

I should not have doubted him. Stanley did a great job that year just like he has
done a great job on so many assignments over the past 20 years.

A decade ago, as he was building his now thriving consulting practice, Stanley
mentioned to me that he was going to write a book about fundraising and
fundraising management. I vividly remember sitting on the phone in my office
telling him not to do it. As a new consultant juggling the demands of both finding
clients and servicing client engagements, he had more important things to do.
Besides, I told him, hardly anyone ever reads these fundraising books, so his
biggest contribution to the field would be his work on client projects.

I was wrong. Yes, Stanley has made contributions to the field through his client
engagements and through his leadership in our major associations. However, his
book The Complete Guide to Fundraising Management is enormously important to
the field. It is an important book that is treasured by those of us who know him
and those of you who may never meet him.

This is its third edition; proof that my observation that nobody would probably
even read the book was incorrect. What I had not fully realized during that phone
conversation was that StanleyWeinstein intended to write a serious book about a
serious topic. It would not just be a rehash of ideas from the middle part of the
20th century when so many good practices in development were first codified.
Nor would it be just a series of war stories. Both the practicality of the ideas and
his examples on fundraising management are excellent. His next two books
showed that this was not a fluke. He is a serious student of fundraising as well as a
skilled practitioner.

So as the reader opens this book, whether you are venturing into Weinstein’s
thinking for the first time or have reread an earlier edition many times, it is worth
every minute and every page. It is very difficult to write a book that is both useful
and insightful. It is a joy to read a book that reminds us of good principles of
fundraising, adds some new ideas, and illustrates them all with practical advice.
The Complete Guide to Fundraising Management should probably be mandatory
reading for anyone new to the development office. And it should be on the shelf
of all us old pros because we too need somewhere to turn for some insights.

Vague platitudes are not worth much; concrete hands-on tools and advice are
enormously useful.
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So the next time you find yourself in Santa Fe, enjoy those extraordinary
woodwinds that include an Eastman- and Curtis-educated musician named
Weinstein. I have sat in the middle of a great hall and listened as that exciting
clarinet solo opened Gershwin’s Rhapsody in Blue, all the time admiring the
musical gifts of my friend Stanley Weinstein. But I have also read his Complete
Guide to Fundraising Management and understand that his decision so many years
ago to devote his career to fundraising has made a major difference to the world of
philanthropy. The important fruits of development and philanthropy in turn have
made a difference to the arts, education, cultural, and environmental causes that
shape our world. The world of development is a noble calling, and we are all
blessed that Stanley Weinstein is a leader in the field and a serious author.

—Bruce W. Flessner
Founding Principal

Bentz Whaley Flessner
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Preface

“Cheshire Puss,” Alice began . . . “would you please tell me which way I ought
to go from here?”
“That depends on where you want to go,” said the cat.

—LEWIS CARROLL

Nonprofit organizations need strong boards of directors, loyal supporters,
and a keen sense of mission. They also need cash.

This is a how-to book. The Complete Guide to Fundraising Management, Fourth
Edition, functions like a GPS, helping you move toward fundraising success in a
highly competitive philanthropic environment. Completely updated to include
both online and offline strategies for increasing fundraising success, this new
edition includes practical guidance based on our decades of experience that can
help you strengthen your organization and raise more money.

• The Complete Guide will help you gain an understanding of fundraising
principles and practices. You will learn time-tested truths that govern the
resource development process—the fundamentals that lead to fundraising
success.

• The Complete Guide will help you make choices so you can raise funds using
the most cost-effective fundraising strategies.

• The Complete Guide will teach you how to put together a comprehensive
fundraising plan that can dramatically increase your contributed income.

• The Complete Guide provides valuable timelines and explores the chrono­
logical steps needed to establish and strengthen your organization’s fund-
raising program.

• The Complete Guide also provides advice concerning ways to bolster your
organization and assure that your nonprofit institution is worthy of support,
with practical suggestions concerning board development, institutional
advancement, strategic planning, and volunteer involvement.

xvii
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• The Complete Guide teaches chief executive officers, development staff,
board leaders, community activists, and volunteers how to organize their
efforts, nurture meaningful relationships, and maximize their fundraising
effectiveness.

This book is also about strategic management—the art of managing approaches
designed to produce successful performance. Strategic management is especially
important in times of rapid change.

Possibly more than ever before, fundraisers are faced with numerous challenges
confronting today’s nonprofit organization—reductions in government funding,
declining giving from United Way campaigns, greater restrictions on corporate
and foundation grants, older funders with changing priorities or a resistance to
thinking about legacy giving, and less loyalty among donors of all ages. To make
matters even worse, all of this is occurring at a time when the demand for services
is increasing.

Yet, there are also more fundraising methodologies to choose from and
growing donor expectations. Combined, this requires a strategic yet nimble
approach when presented with opportunities that often arise with little advance
notice. Organizations that monitor the environment are better prepared to
respond effectively to the challenges and opportunities that are sure to arise.
How they respond to the changing environment is called their strategy.

Many factors determine which fundraising strategies are appropriate to the
nonprofit organization’s circumstances. Some of these factors include the amount
of money that must be raised; how soon the funds are needed; whether the funds
are for annual expenses, endowment funds, special projects, or capital invest­
ments; the reputation of the organization; the popularity of the offer; the number
of affluent and influential board members and volunteers committed to the cause;
the experience levels of the development professionals; the number of active
donors to the organization; the amount of donations the organization receives
each year; the number of prospective donors who have been identified and with
whom the organization has nurtured positive relationships; and a host of other
factors unique to each organization.

Of equal importance is the nonprofit agency’s ability to respond to changing
conditions. Are the services needed today the same as those that were needed five
years ago?What services will be needed one year from today? In five years? In ten
years? In short, what strategies are needed to prepare for the future? As important,
what resource development strategies are needed to help the organization achieve
its aspirations?

The Complete Guide to Fundraising Management, Fourth Edition, helps you answer
these questions. This book will help nonprofit executive directors and fundraising
professionals manage a comprehensive resource development program. Board
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leaders and volunteers will learn how they can help increase contributions for
annual operating support, endowment funds, capital campaigns, and special
projects.

The Complete Guide to Fundraising Management, Fourth Edition, was updated and
designed for you. Whether you read the whole book or only the chapters that
most interest you, this book provides time-tested, practical advice. So, enjoy—
and prepare your organization to serve and to prosper.

A Note about the Website

A website has been created to accompany this book. It is located at: www.wiley
.com/go/fundraisingmanagement4. On this website, you will find all the exhibits
from the book, many in a format you can download and customize for your own
organizational needs.

Stanley Weinstein, ACFRE, Albuquerque, NM
Pamela Barden, CFRE, Los Angeles, CA

http://www.wiley.com/go/fundraisingmanagement4
http://www.wiley.com/go/fundraisingmanagement4
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CHAPTER 1
■

Five Major Fundraising Principles

Truth, like gold, is not less so for being newly brought out of the mine.

—JOHN LOCKE

Nonprofit organizations need to remain flexible. Still, our action plans must
be developed in accordance with the key principles that lead to fund-

raising success.

People Give to People to Help People

“People give to people to help people” is the most often quoted fundraising
phrase, as well it should be. This wise and simple principle has three aspects, and it
is prudent to remember all three.

“People give” reminds us that real living and breathing human beings—not
institutions—make the decisions to donate or not to donate. They make their
decisions based on relationships and to what degree the appeal resonates with the
funder’s interests. They also base their decisions on the quality of the organiza­
tion’s leadership.

This brings us to the second part of the aphorism, “People give to people.”
Donors are not in the habit of contributing in response to institutional needs. No
rational person will buy a computer to help IBM recover from a poor earnings
quarter. Similarly, few donors will give merely in response to a nonprofit
organization’s deficit. Donors make their investments based on their relationship
to the asker. Donors give to people they trust. Donors invest in projects that have
a positive impact on their community, the nation, and the world.

The third aspect is “People give to people to help people.” From a donor’s
viewpoint, institutions do not have needs. People do. Donors know that their
contributions constitute an investment—an investment in enhanced services for
people in need or causes they believe in.

1

The Complete Guide to Fundraising Management, Fourth Edition. Stanley Weinstein and Pamela Barden.
 2017 by John Wiley & Sons, Inc. Published 2017 by John Wiley & Sons, Inc.
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At its heart, fundraising is the art of nurturing relationships. So, our first job is
to build strong, mission-based organizations. Successful fundraisers also form
relationships with people who can help garner the resources needed to carry out
the organization’s mission. We then ask for the support required to better serve
those in need. Finally, we thank our donors so graciously that they continue
their support.

People Give Relative to Their Means

The second major principle is one of the keys to understanding the resource
development process: “People give in relation to their means and in relation to
what others give.” For some people, $10.00 or $30.00 is a generous gift. We also
know that there are people who can donate a million dollars or more without
changing their lifestyles. Most folks tend to give in ranges between these two
extremes.

Do you remember this biblical incident?

. . . a poor widow came, and put in two copper coins, which made a penny.
And He said . . . , “Truly, I say to you, this poor widow has put in more than all
those who are contributing to the treasury. For they all contributed from their
abundance; but she out of her poverty has put in everything she had, her whole
living.” (Mark 12:42–44, RSV)

Many people have missed the point of this passage. They focus only on the
small size of the offering—not the sacrificial nature of the gift. When professional
fundraisers stress the importance of pacesetting leadership gifts, some volunteers
ask, “Why focus on large gifts? Aren’t we sending the wrong message? We must
not forget what we learned from the widow’s mite.”

Again, the point of the widow’s mite passage is not the size of the offering but
rather the size relative to the widow’s means. For the poor widow, the gift was
huge—a sacrificial gift representing “her whole living.” Too often, nonprofit
organizations do not offer their more affluent supporters the opportunity to give
at such significant levels. Rather than asking for pacesetting leadership invest­
ments, they ask for token support. Or worse still, they fail to ask at all.

Would you agree that rich people can afford to donate more than poor people?
An understanding of this truism leads fundraisers to the firm conviction that any
fundraising plan based on seeking an “average gift” is bound to produce
substandard results.

Whenever you hear someone suggest that it is possible to raise $100,000 by
seeking a hundred $1,000 gifts or a thousand $100 gifts, know that you are
listening to a flawed plan—one that is likely to fail. Here is why: Suppose we plan
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to raise $100,000 by requesting $1,000 from each of our constituents in the hope
of garnering 100 donations to make the goal.

Will some of those approached say no? Of course, they will.
Will some of those approached give less than the amount requested? Sure,

they will.
Can some of those approached give a great deal more than the amount

requested? Definitely!
Tomake this point even stronger, it is important to remember that donors tend

to give relative to what others give. If organization leaders were to announce that
the region’s largest financial institution donated $10,000, many donors would
conclude that their contribution could be proportionately lower. Few would
think that they should donate more than the leading financial institution or the
wealthiest person in town.

Professionals avoid schemes based on the “average gift.” The plan they prefer
resembles a pyramid. To raise $300,000, they might seek one donation of $45,000,
two contributions of $30,000, three gifts of $15,000 each, four contributions of
$10,000, eight $5,000 donations, 15 gifts of $2,500, 30 donations of $1,000, and so
on. By creating various levels of gift opportunities, the development professional
helps assure that everyone—rich, poor, and in between—has a chance to make a
significant gift.

Those Closest Must Set the Pace

“Those closest to the organization must set the pace.” The value of this third
principle becomes evident to anyone who spends a few moments reflecting on it.
If those closest to the organization do not believe in the project enough to give
generously, how can we expect others not as close to make significant contribu­
tions? When looking for financial leadership, some people in the nonprofit sector
seem to say, “It’s not you, it’s not me . . . it’s the other fellow behind the tree.”
Unfortunately, there is no one else behind the tree. Leadership begins with the
board, staff, and key volunteers. When they lead in giving, others follow.

Successful Fundraising

“Successful fundraising is the right person asking the right prospect for the right
amount for the right project at the right time in the right way.” The word right is
used six times in this sentence. These six rights are the six critical success factors in
any fundraising campaign.

Begin by asking, “Who is the right person to ask for the contribution?” In most
cases, the best person to approach a prospective donor is a volunteer with a peer
relationship with the prospective donor. In many cases, the most suitable person
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to approach the prospective donor is the executive director or chief executive
officer of the nonprofit agency—again, someone with a peer relationship with
the prospective donor. The ideal face-to-face solicitation occurs when a volun­
teer leader teams with a key staff member to visit the prospective supporter. The
ideal signer of a mail appeal is the board president, agency executive director, or a
well-known celebrity supporter of your cause.

We now turn to the question of the “right prospect.” A nonprofit cannot
succeed in fundraising without asking, “Who are our best prospects? Which
supporters are most likely to make pacesetting leadership gifts?” The most likely
gifts come from people who have been generous to the nonprofit in the past.
Next, we look for people with the capacity to give generously who have a
relationship with the organization—but have not yet given. We also look for
people who have been generous to similar organizations. Successful fundraisers
do not overlook board members, key volunteers, and their network of associates.

“What is the right amount to request?” Remember, you must decide how
much to request before mailing a solicitation, phoning a supporter, or going on
any solicitation visit. Too often, people in the nonprofit sector express thoughts
such as, “Anything you give would be important and appreciated.” The problem
with this thought is that it demeans the organization’s cause. The prospective
donor may think you want a $50.00 contribution. This can be disastrous,
especially if the donor has the ability to give $50,000. Serious fundraisers conduct
meetings to decide how much to request from each of their prime prospects.
Professionals segment their mail lists, often employ modeling to help determine a
person’s potential to give, and personalize their request amounts.

The “right project” is always the one in which the prospective donor has the
most interest. A university that requests funds for the history department from an
alumnus who is a history buff will do better than a university that misses the mark
and requests general operating support.

Determining the “right time” is not always easy. However, you cannot go
wrong with the following rule: The best time to approach a prospective donor for
a major gift is when you have nurtured a positive relationship.

The “right way” to ask for a contribution is with poise and grace. Put away
your tin cup. You have nurtured a genuine relationship with the prospective
donor. Now, you are offering an opportunity for the supporter to make a
significant contribution—one that will have a positive impact on many lives for
years to come.

The 80/20 Rule Is Becoming the 90/10 Rule

“Often, 80 percent or more of the funds raised will come from no more than 20
percent of the donors.” This is a variation on the second major principle, “People
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give in relation to their means and in relation to what others give.” This
propensity is based on Pareto’s 80/20 rule: 80 percent of your results will
come from 20 percent of your efforts. We see the truth of this observation in
many facets of our lives. Twenty percent of all salespeople produce 80 percent of
all sales. Twenty percent of all volunteers raise 80 percent of all funds. Twenty
percent of a corporation’s product line accounts for 80 percent of the corpora­
tion’s profits.

However, in fundraising, this tendency is often even more skewed. Research
completed in 2015 found that 88 percent of an organization’s total giving comes
from just 12 percent of donors. In many capital campaigns and mature fundraising
programs, the top 10 percent donate 90 percent of the amount raised. When the
top 10 to 20 percent—those closest to the campaign and with the most
resources—are encouraged to make leadership gifts, campaigns succeed.

The Need for Balance

Fundraisers often stress one aspect of resource development rather than another.
Even seasoned professionals sometimes say, “A major gift program is the most
cost-effective fundraising strategy. We have got to work at the peak of the giving
pyramid. I really can’t be bothered with broad-based fundraising.” Others say,
“We have to broaden our base of support. If we rely on too few donors, our
constituents will think we are elitists. It is dangerous to have too few donors.
What if we lose several of them in one year? Besides, our organization produces
nearly a million dollars a year net contributed income from our mail program.”

Fundraising does not exist in an “either/or” universe. Both points of view have
validity. Mature fundraising programs rely on a three-part strategy: Treat all
donors and prospective donors with the utmost respect, broaden the base of
support, and nurture personal relationships with major current and prospective
donors. By having a balanced fundraising program, an organization is better able
to weather periods of economic instability or internal situations that can impact
fundraising. In conclusion, a comprehensive approach is respectful of both major
donors and modest givers.
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CHAPTER 2
■

Your Organization and the
Nonprofit World

These Americans are peculiar people. If, in a local community, a citizen becomes
aware of a human need which is not being met, he thereupon discusses the
situation with his neighbors. Suddenly, a committee comes into existence. The
committee thereupon begins to operate on behalf of the need and a new community
function is established. It is like watching a miracle, because these citizens perform
this act without a single reference to any bureaucracy, or any official agency.

—ALEXIS DE TOCQUEVILLE

An Overview of the Sector—Broad Range
of Services

The nonprofit sector is vital both to American society and to the world. Generous
volunteers and donors work together to make a better world for themselves, their
neighbors, and the larger community.

Educational institutions foster self-reliance and a passion for lifelong learning.
Social service agencies give the poorest of the poor a hand up, not a handout.
Healthcare and research institutions find new cures for disease and heal the sick.
Cultural and arts institutions enrich our lives and illuminate the human condition.
Conservation organizations preserve and protect our environment and wildlife.
Churches, synagogues, temples, mosques, and other houses of worship renew our
spirit and sustain our faith.

Simply put, the nonprofit sector addresses a broad spectrum of needs and is
crucial to individual, family, and community well-being. Moreover, private
nonprofit organizations are essential to the national economy. Consider the
following.
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Economic Impact

Nonprofits play a significant role in the modern economy:

• The United States has approximately 1,550,000 nonprofit institutions.
Of these, more than 1,076,000 are classified as tax-exempt charities by
the Internal Revenue Service (IRS) under Internal Revenue Code section
501(c)(3).

• The global nonprofit sector has the 16th-largest economy in the world.

• Nonprofit organizations in the United States employ more than 10 percent
of the national workforce.

• The contribution of the nonprofit sector to the U.S. economy is estimated
at $905.9 billion. This represents 5.4 percent of the country’s gross domestic
product (GDP).

Voluntary Support

In response to the pressing problems addressed by the nation’s nonprofits,
Americans continue to be generous with their time, talent, and money:

• In one recent year, charitable contributions totaled more than $358 billion.

• Approximately 80 percent of all charitable donations came from individuals,
including 72 percent from current contributions and nearly 9 percent from
bequests. An additional 15 percent of donations came from foundations (a
portion of which are individual or family foundations); 5 percent was
donated by corporations.

• Nonprofit organizations nationwide engage more than 62 million volun­
teers, representing 65 percent of all American households. Eighty-three
percent of Americans donate money to charity each year.

Opportunities and Challenges

In the years to come, nonprofit organizations will be offered significant oppor­
tunities to increase their resources and enhance their services. At the same time,
several issues pose serious challenges to the nonprofit sector.

Among the opportunities are the intergenerational transfer of wealth (and the
concomitant opportunity to increase planned gifts), advances in technology, and
an emphasis on collaboration.

Among the challenges are threats to the nonprofit sector’s tax-exempt status,
the need for regulation to deal with the small percentage of tax-exempt
organizations engaged in abuses, and federal budget cuts in domestic spending.
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Here are some of the trends that will affect philanthropy in the United States:

• Americans are aging. At present, one in three Americans are 50 or older;
by 2030, one out of every five people in the United States will be 65
years or older. This compares to just 5.4 percent of the population a
century earlier. As baby boomers retire, they will have more time to
volunteer. Volunteers are twice as likely to make gifts to charity as
nonvolunteers.

• The number of retired Americans is larger than ever before, and they are
wealthier. Retired Americans are looking for places to spend their hours
helping others and engaging in lifelong learning experiences. This group will
transfer $6 trillion to the next generation in the next 30 years. In anticipation
of this huge intergenerational transfer of wealth, nonprofit organizations are
investing more of their resources in planned-giving programs.

• Donors, especially foundations and corporations, are more interested in
outcomes and more critical of overhead spending. They want charities to
prove that the programs they help support are effective in changing lives and
that they are doing so as cost-effectively as possible.

• Donors are less loyal to a particular charity. Currently, only 46 percent of
donors in one year give in the next year; among first-time donors, this rate is
only 25 percent.

• Information technology continues to alter everyone’s life. To flourish,
nonprofit organizations must be more nimble, having an active communi­
cations presence online and offline, as well as optimizing their electronic
communication for a variety of platforms.

• The nonprofit sector continues to receive more scrutiny. Self-regulation
and cooperation with federal and state legislative and regulatory agencies
will be needed to preserve confidence in the integrity of our philanthropic
institutions.

• There is a growing reliance on faith-based organizations to provide vital
social services.

Successful nonprofit organizations will continue to monitor their internal and
external environments. In response, they will adopt strategic plans that recognize
and respond to their rapidly changing circumstances.

Working Together

Effective nonprofit organizations form strategic partnerships. Some examples are
arts institutions that join together to develop joint marketing strategies, churches
that make space available to social service providers, conservation and preservation
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organizations that share education facilities, nonprofits that form alliances to
promote planned giving, and healthcare providers that share resources.

Many nonprofit organizations speak positively about the value of strategic
partnerships and collaboration; however, they tend to act alone. Some executive
directors, development directors, program heads, and marketing directors seem to
think that opportunities for collaboration will appear magically. That is simply
not the case.

People who believe in collaboration are willing to pay a price. They meet
periodically—even when outcomes or expectations are not clear. These periodic
meetings are essential to the process of developing trust and uncovering collabora­
tive opportunities. Over time the process evolves. In the beginning, key personnel
uncover small projects that they can do together. As the relationship matures, what
began as a few joint projects evolves into a true strategic partnership.

In addition to strategic partnerships, charitable organizations—especially
healthcare institutions—will explore mergers during the years to come. Com­
petition for philanthropic resources, reductions in government spending, external
forces such as managed care and stricter educational guidelines, and a host of
factors will drive many small and inefficient nonprofits out of business. Mergers
have the potential for producing economies of scale. By eliminating duplication
and overhead, more of the organization’s resources can be devoted to programs
and services.

Ideas for collaboration among nonprofits are limitless. Donors do not like to
support organizations that duplicate the work of other nonprofits. In fact, there is
a growing trend among corporate and foundation funders to make grants to
collaborative projects. Successful collaborative projects avoid duplication. They
also exploit the synergy brought about by the collaboration.

Collaborations, strategic partnerships, mergers, and joint advocacy are exam­
ples of important organizational strategies. Before discussing other organization
development and fundraising strategies, it might be helpful to step back and
examine the key concepts related to strategic management.

Importance of Strategic Management

Strategic management has several advantages over the drift, freewheeling improvi­
sation, and crisis management characteristic of some nonprofit organizations.

The benefits of strategic management accrue to the entire organization.
Similarly, a strategic approach to fundraising helps ensure that your organization
will obtain the generous financial resources needed to carry out its mission.

Fundraising professionals and volunteers who think strategically monitor their
environments. They anticipate change. They observe trends. They stay tuned
into the thinking of corporate and foundation decision makers. They are aware of
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the changing demographics of their supporters. They respond to opportunities.
They diversify their funding sources and stay focused on those cost-effective
strategies that produce high net contributed income for their institutions. They
continually look for ways to increase their base of supporters, understanding
donor attrition and its detrimental impact on future fundraising.

Strategic Management Process

People tend to avoid change whenever possible. Yet, change is unavoidable. A
strategic approach to management recognizes the reluctance to change—and the
unavoidable need to respond to changing circumstances.

Because “business as usual” will not work in the 21st century, much of the
focus has been on paradigm shifts. For a true paradigm shift—a fundamental change
in approach—to take place, strategic managers stop their organizations from
focusing on the past and help them respond to a rapidly changing future. This
process is called strategic visioning and planning.

There are many ways of thinking about the strategic planning process. For
convenience, you might wish to think about it as a seven-step process (see
Exhibit 2.1):

1.	 Recognize and celebrate the organization’s history. Even if many of the shared
experiences are negative, one still must recognize that caring people gave
birth to the organization and helped the institution through difficult times.

2.	 Monitor the environment. Examine the strengths and weaknesses of your
internal resources. Look for the opportunities and threats presented by the
external environment. This analysis of internal strengths and weaknesses
and external opportunities and threats is called SWOT analysis.

3.	 Define your organization’s mission and vision.Amission statement answers the
question, “Why do we exist?” A vision statement answers the question,
“What will be different long-term when we fulfill our mission?” Neither
statement is static; both should be reaffirmed or revised in response to
megatrends and environmental change. The mission statement should
succinctly answer four key questions: (1) What is the organization—what

EXHIBIT 2.1 T h e S t r a t e g i c P l a n n i n g P r o c e s s
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is its business? (2) What does it do? (3) Whom does it serve? (4) What is the
geographic range of its work? The vision statement should, in a single
sentence, define what success will look like for the organization.

4.	 Develop long- and short-term goals. Many of the key goals flow from the
organization’s mission statement. Other goals flow from the SWOT
analysis. Your organization will also want to develop broad goals dealing
with each of the major planning dimensions: programs and services;
governance and administration; facilities; human resources; technology;
communications, marketing, and public relations; fundraising and
resource development; and financial security.

5.	 Define strategies, objectives, and action steps—how the organization will achieve its
goals. During the planning process, state how success will be measured.
(Example: “Number of children served.”) The plan should then include
specific measurable targets. (Example: “Not less than 7,500 children served
in the year 2011; 10 percent growth in the number of children served in
each of the following three years.”)

6.	 Implement plans.Refine organization design and systems. Decide who does
what by when. Stay focused on critical success factors. The organization
must decide on the ideal structure to achieve its goals. These solutions can
be integrated into the plan by creating broad goals dealing with govern­
ance and administration. Each action step and objective must be assigned
to a responsible party. Inspect what you expect.

7.	 Evaluate performance. Track expected results. Review the situation. Look
for negative variance, both short term and over a period of three to five
years. Also look for opportunity variance—unexpected good fortune.
These latter variances often indicate a strength that could be built on or a
new source of income that might be continued. Initiate adjustments.

Be Sure Your Institution Is Worthy
of Support

It is possible to have a modicum of fundraising success based on technique alone.
Conversely, it is possible to have a strong nonprofit organization that performs
relatively poorly in the fundraising arena. However, the most effective nonprofit
organizations are strong, mission-based institutions that are achieving results and
operating well-run fundraising programs.

As you think about strengthening your fundraising program, you can take the
following steps to ensure that your organization is worthy of support.

1.	 Have a clear sense of mission. Try this experiment. Have a friend or any
independent observer interview a few of your organization’s key people
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one at a time. Perhaps the interviewer could meet with your executive
director, board chair, program head, development director, president of
the auxiliary, marketing director, and several supporters. The interviewer
can ask them about their understanding of the organization’s mission. The
key people can be asked to state the mission in their own words.

Now, ask yourself these questions: How well understood is the mission
statement? Is there agreement or disagreement about our mission? Are all
key stakeholders familiar with the mission? Can all the key people articulate
how the organization’s services are related to our mission?

If the key people cannot easily articulate your mission, your organiza­
tion has one of two types of problems. First, the organization may have
failed to define a clear mission. In this situation, the mission is not well
understood because it is not well formed. Second, the organization has
developed a clear mission but has failed to communicate that mission to
prime constituents. If the interviews were limited to a few people close to
the organization, and they had difficulty in stating the organization’s
mission, chances are that the problem is of the first type.

Some years back, Stanley Weinstein interviewed a marketing director
of a large institution. He said, “When we think in terms of increased
income, we should remember that we are a museum. When we begin to
behave more like a museum and open a gift shop, our income should show
a healthy increase.” My next interview was with the director of the
institution’s programs. She said, “The important thing to remember about
our institution is that we are not a museum. Our mission is to preserve the
materials entrusted to us and to make them available to scholars.”

Surprisingly, such differing views of an organization’s mission—while
not always so dramatic—are commonplace. You get the point. Conduct
the interviews and find out whether your organization is laboring with
similar unresolved issues.

2.	 Strengthen your services. Nonprofit organizations exist to serve. Whether
your agency is a social service provider, an arts institution, a church, a
school, or a healthcare organization, its purpose is to provide some service
for the betterment of your community. Whatever your service is, leaders
of your organization should periodically ask themselves the following:
Who are we serving? Are our services effective? Are we providing the
services in the most cost-effective manner? Are there others who need our
services whom we are not serving? Are there other services we should
provide that we are not yet providing? Are there others working on the
same problem with whom we can collaborate? Are we taking the steps
necessary to recruit and train the best service providers possible?What steps
can we take to strengthen our services?
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Success in fundraising has a direct relationship to the quality of services
the organization provides. In any strategic planning process, a focus on the
needs of the people served will keep your organization on track.

3.	 Strengthen the board. Enhance the nominating process. Recruit people of
affluence and influence. Have a clear board member job description and
term limits. Provide early and effective orientation. Get people involved.
Have an active board committee structure. Devote sufficient attention to
your executive committee, nominating committee, finance committee,
strategic long-range planning committee, and resource development
committee. The last of these committees can be responsible for overseeing
the personal solicitation, major gifts, and planned-giving programs. You
may wish to set up separate committees to deal with special events and
membership. As uncommon circumstances arise, the board chair might
appoint ad hoc committees to resolve the issues or make recommendations
to the board.

Keep meetings lively and timely. Provide an agenda and any back­
ground material to the members in advance of the meeting so they can
arrive prepared. Start and end on time. Refer business to subcommittees,
but allow sufficient time for the board as a whole to discuss major issues.
Conduct annual or biannual board retreats for additional training and to
strengthen the group dynamics. Provide ample time for social activities.

4.	 Remain tuned into community perceptions. Meet with constituents and
stakeholders in the organization. Conduct focus groups. Conduct informal
interviews. Survey your supporters. Build on positive feedback. Eliminate
negative perceptions. Be able to articulate the strengths of your
organization.

5.	 Develop an atmosphere of mutual respect between your board and staff. Provide
opportunities for interaction. Encourage open communication. Clarify
roles: The board remains responsible for policy; the staff implements the
policy. The board hires and evaluates the executive director; the executive
director is responsible for managing the staff. The board works with the
staff to formulate a budget; the board and staff have shared responsibilities
for monitoring the budget.

6.	 Develop an active volunteer pool.Many organizations find it difficult to recruit
and retain active volunteers. At times, staff members say that it is more
timely and more cost effective to do a task themselves rather than to recruit
and train a volunteer to do the work. No doubt this is true in many cases.
However, the payoff for working with volunteers is twofold: (a) By
increasing the number of volunteers close to your organization, the
number of potential financial supporters is also increased; and
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(b) individual, foundation, and corporate supporters often view volunteer
involvement as cost effective and highly desirable. Organizations that
invest in volunteer involvement often experience increased financial
contributions. Volunteers are 66 percent more likely to make charitable
contributions than are nonvolunteers.

An analysis of your organization’s strength and capability is a critical step for
becoming or remaining effective in the 21st century.
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CHAPTER 3
■

Managing the Resource
Development Function

Organizing is what you do before you do something, so that when you
do it, it is not all mixed up.

—A.A. MILNE

Analysis and Planning

When beginning any resource development assignment, staff and key volunteers
can increase their effectiveness by devoting sufficient time and effort to analysis
and planning. Planning will be discussed later; first, let’s turn our attention to
analysis. Early analysis focuses on four main areas: (1) the case for support and the
need for contributed income; (2) donor history; (3) fundraising strategies; and (4)
resources.

The case for support is discussed in greater detail in Chapter 4. Some of the
preliminary questions that must be posed during the early analysis include:

• How well understood is the organization’s case for support?

• Do the existing fundraising materials clearly describe the need for con­
tributed income in terms of the people served or mission accomplish­
ments—rather than from the point of view of institutional needs?

• How much contributed income is needed to sustain the annual operations
of the organization?

• How much contributed income is needed for the organization’s high-
priority special projects?

• Has the organization established an endowment goal? What is it? How does
the endowment goal relate to the organization’s programs and aspirations?

17
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• Has the organization established a capital fund drive goal? What is it? If the
organization is not planning a capital fund drive, has it identified high-
priority capital projects that might attract major gifts without a formal
capital campaign?

When gathering facts related to donor history, development professionals are
often at the mercy of the information system. Some organizations maintain
accurate and useful donor records. Some organizations are remiss in this area. And
many emerging or grassroots organizations have yet to put in place any fund-
raising information system. This subject is covered in greater depth in Chapter 5;
however, those responsible for fundraising—no matter what the state of the
information system—must gather the most accurate information available con­
cerning donor history and market forces. Here is a brief list of questions that form
the basis of the early analysis:

• How many donors in total contributed in each of the previous three years?
(Include individuals, corporations, foundations, and any other donor
categories you track.)

• What was the total amount contributed in each of the previous three years?

• How many individual donors contributed?

• What was the total contributed by individuals in each of the previous three
years?

• Howmany individual donors have contributed the last two or the last three
years, compared to those that only gave one of the last three years?

• How many corporations and businesses contributed in each of the previous
three years? What was the total contributed by corporations and businesses?

• How many foundations made grants to the organization in each of the
previous three years? What was the total of all foundation grants?

• From which, if any, government agencies did the organization receive
grants or contracts in each of the previous three years? What was the total
amount of the government grants and contracts each year?

• Did the organization receive any funds from churches, professional asso­
ciations, unions, or civic clubs during the past three years? How much was
received from each?

• For the past three years, list the number of gifts and the total amount
received in each of the following gift ranges: $1–$24; $25–$49; $50–$99;
$100–$249; $250–$499; $500–$999; $1,000–$2,499; $2,500–$4,999;
$5,000–$9,999; $10,000–$24,999; $25,000–$49,999; $50,000–$99,999;
$100,000–$499,999; $500,000–$999,999; $1,000,000 and above. (Adjust
this scale for your organization’s gift range; be sure to extend the range
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upward to remind your organization of the possibilities of even greater
major gifts.)

• What sources of names and lists are available to the organization? Have
affluent prospective supporters who have shown an interest in your mission
or have a connection to someone in your leadership been added to the
fundraising database?

The ease with which an organization is able to extract this information tells a
great deal about the quality of the organization’s record keeping. The aim is to
establish reliable baseline information. If this is a difficult task, one of the
organization’s highest priorities is to purchase dedicated fundraising software
or strengthen the system it has.

Here is one other bit of advice: If gift historymust be reconstructed, be sure to start
with the most recent year and work backward. Start by cleaning up current-year
records.Next, reconstruct the previous year’s donor records.Thenproceedwith each
previous year. This is the quickest way to have reliable and usable information.

If the organization is establishing a new system or switching from one
dedicated fundraising software program to another, you will want to transfer
the records electronically to the extent possible. However, some very old
databases are constructed using obsolete operating systems or are formatted in
a manner that does not lend itself to electronic transfer. Similarly, some records
are so corrupt that the transfer makes no sense. In most cases, it makes economic
sense to clean up the existing records as much as possible before attempting an
electronic transfer. With any electronic transfer, there will be some anomalies.
Inspect the results. Manually correct all special situations and faulty records. Also,
budget more time for the electronic transfer than predicted; this will enable you
to deal with unexpected delays or problems that often arise without delaying your
fundraising activities.

When analyzing fundraising strategies, be sure to focus on net contributed
income. Answer the following:

• In the past three years, how much did the organization net from each of the
following: personal major gift solicitation, mail, online activities, special
events, grants, bequests, and other planned gifts?

When analyzing fundraising resources, start by examining the institution’s
human resources by asking:

• What fundraising staff members are in place? What are their experience
levels? What are the strengths each person brings to his or her position?
What is each staff member’s job description?

• Are there other nonfundraising staff members who assist the fundraising
efforts by entering data, providing donor service, or other support roles?
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• How many board members participate in the resource development
process? How well do the board members understand their role? Are there
sufficient numbers of people of affluence and influence serving on the
board? Do board members contribute each year? Is there a committee of the
board concerned with fundraising for the organization?

• What other volunteers participate in the fundraising process? Does the
organization have an auxiliary or volunteer support group? Are there other
volunteers who help with fundraising projects or special events? Is the
volunteer pool growing? Are there formal job descriptions and recognition
programs in place for volunteers? Are the volunteers motivated and
enthusiastic?

Next, examine your equipment, systems, facilities, and budgets. Ask:

• What equipment is available to the development office? Are a sufficient
number of computers, printers, tablets, copiers, fax machines, mobile
devices, and telephone lines available?

• Is the fundraising information systemwell maintained? Does the fundraising
software meet your organization’s needs? Are timely and accurate reports
readily available? Is there more than one person trained to extract data from
the system? Are all processes documented?

• Are the facilities adequate? Do you have sufficient space to accommodate
your growth plans for both staff and volunteers for the next 12 to 18
months?

• Have you developed a realistic budget for the resource development
function? Is the amount budgeted for staff sufficient to attract and retain
experienced professionals capable of helping the organization reach its
fundraising goals? Have you budgeted for continuing education for your
fundraising staff? Does the budget allocate sufficient resources for fund-
raising materials? Does the budget adequately accommodate the need for
rapidly changing equipment and technology? Does it accommodate sup­
plies and other general expenses? Does the budget correlate well with the
need to maintain a cost-effective operation that maximizes net contributed
income?

These questions form the basis of your organization’s analysis. The reader may
also wish to conduct a more thorough analysis by delving into the complete self-
assessment and evaluation in Chapter 16.

Often, nonprofit managers and development professionals avoid intense
analysis and evaluation. With tight timelines and limited resources, staff members
view analysis as a burden. However, it is helpful to remember that analysis and
evaluation are most time consuming and difficult the first time they are addressed,
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or the longer they are put off. The changes your organization makes in record
keeping will serve it well for years to come. This type of analysis will provide
valuable baseline information against which future results can be compared. As
important, the analysis—if it includes data from several years—will indicate trends
that your organization will want to track and then strategize ways to potentially
reverse negative trends.

Once the analysis has been completed, the next task is to develop a compre­
hensive resource development plan that is responsive to your organization’s
unique circumstances. The plan’s success will depend on two critical traits—
effectiveness and efficiency.

Effectiveness: Doing the Right Things

Effectiveness focuses on high payback activities. When deciding which fund-
raising strategies to undertake, first determine what will produce the greatest
payback for the time and resources spent. These are the activities to schedule and
focus on. If your organization has a strong history of receiving grants, by all means
continue and strengthen the grants program. If your organization is becoming
bogged down with too many small-scale special events, strategize changes to
make the events more successful, seek larger sponsorships, or cancel the events. If
your organization has the potential to develop a successful mail campaign, but the
data are not sufficient to quantify expected results, budget and schedule some test
mailings. Also consider testing a combined phone and mail program, if such a
program seems appropriate for your organization. If your donor file is stagnant or
declining, research what sources have been most successful for adding sustainable
new donors in the past. By all means, consider implementing or strengthening
your organization’s major gift program.

Thus, effectiveness always involves some basic decisions.What undertakings and
areas of concentration will produce the most desired results and greatest impact?
Remember, your goals are to:

• Maximize net contributed income.

• Increase the number of donors and sources of contributed income.

• Nurture positive relationships with all supporters and potential supporters;
nurture personal relationships with those capable of pacesetting leadership
contributions.

• Continually strengthen the organization and enhance its reputation.

Earlier we mentioned Pareto’s 80/20 rule. Vilfredo Pareto, Italian sociologist
and economist (1848–1923), observed that 20 percent of all effort produces
80 percent of all results. How can your organization put this powerful observa­
tion to work?
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Fundraising professionals know that personal contact and relationship-building
activities precede any consideration of major gifts. Yet, how many professionals
and volunteers devote nearly enough time to nurturing these relationships?
Effectiveness is setting the right goals and following through with your plans.

As individuals and professionals, fundraisers have multiple roles. Development
officers wear several hats: planner, writer, volunteer trainer, communicator,
project organizer, and ombudsman. Personal and family roles are equally
complex. We also must not ignore our spiritual needs as we plan for effective
and balanced lives. A burned-out staff member or volunteer is of little value to
your nonprofit organization.

The first task in getting organized is to list all of the fundraiser’s roles. Following
this, you can ask the basic questions: “What are the goals for each of these roles?
What critical factors can I monitor to make sure that I stay on target?”Once you
have answered the basic questions you can improve your chances for success by
nurturing the traits most commonly associated with effectiveness:

• Understanding and control of time. Effective people understand time and know
how they spend this valuable resource. They log their time periodically.
They evaluate how they use their time in light of their priorities.

Very often, development professionals are hired because they are
generalists. They have strong people and communication skills. Often
they are viewed as people who can serve the organization in a broad range
of capacities. Many times these development professionals are called on to
perform work that is not strictly related to fundraising. Many professionals
find that they are spending only a small percentage of their time devoted to
resource development. Most find that they spend far too little time
meeting with key supporters and prospective major donors.

• Focus on results. Ask, “What results are expected of me? What can I do that
will have the greatest impact?”

Remember that the only results that really count are outside the
organization rather than within the organization. Ask yourself if you, as
a development professional or volunteer, are focusing on activities that will
bring prospective donors closer to your organization. Will the develop­
ment office’s activities enhance the long-term reputation of your organi­
zation in our community? Will your activities motivate donors and
maximize net contributed income?

• Build on strengths. It has been said before, but it is worth repeating:
Concentrate on the fundraising strategies at which your organization excels.

On a related point, effective people staff from strength. Management
expert Peter Drucker points out that effective executives never focus on
weaknesses. Their question is always, “What can I do uncommonly well?”
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Drucker advises us to “look for excellence in one major area and not for
performance that gets by all around.”

This book recommends a comprehensive approach to resource devel­
opment. Do not, however, misinterpret this advice. If your organization
has great strength in its mail program, special events, or grants programs,
build on those strengths. Then add new initiatives as resources allow. A
key is to have a balanced program that can withstand the economic ebbs
and flows and changes in donor preferences.

• Recognize responsibility, take initiative. Effective people are alert. They are
planners. They also implement preventive measures. To be effective self-
starters, nonprofit executive directors, development directors, key staff, and
key volunteers must schedule and perform their real priorities.

• Have vision. Effective people set goals. They have the ability to envision a
future of their creation.

• Develop interpersonal competencies. Effective people have “people skills.”They
are effective communicators. They understand other points of view and
nurture empathy. They remember that all human beings need recognition.

Above all, development professionals must understand motivation. They must
knowwhat motivates donors to give and what motivates volunteers to serve. They
must understand what motivates colleagues and staff. Working alone they accom­
plish little. Effective people learn the power of collaboration and team building.

In fundraising, as in life, the highest payoff activities are planning, setting goals,
doing what needs to be done, evaluating and refining our strategies and methods,
employing preventive measures, eliminating bad habits and low-payoff activities,
and building positive relationships. By their nature, these very-high-priority
activities do not have their own deadlines. To actually occur, they must be
scheduled. The two models in Exhibit 3.1 illustrate this.

Assembling and prioritizing the daily to-do list is not enough. Development
professionals must use daily and longer-term planning calendars to schedule
blocks of time for the very-high-payoff endeavors. For this to occur, cultivation
and friend-raising activities must be scheduled; for this to occur, program review
and evaluation must be scheduled; and for this to occur, prospect research must be
scheduled. To gain the time to perform the high-priority activities that have been
scheduled, you will want to eliminate low-payoff activities and learn the time­
saving techniques associated with efficiency.

Efficiency: Doing Things Right

Once we have established our priorities and goals, we must pursue our aspirations
in the most competent, practical, and productive manner. This is efficiency. Does
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EXHIBIT 3.1 T w o T im e M a n a g eme n t Mo d e l s

producing a routine letter take more than an hour? Can we eliminate some steps
or speed up a lot of the simple chores and communications, thus saving our time
for higher-priority work?

Here is a cautionary note: Efficiency is not the same as effectiveness. If in our effort
to be productive we make a prospective donor feel rushed or unimportant, we
may gain 10 minutes but lose $10,000.

With this cautionary note in mind, we can turn our attention to internal
efficiencies. Take stock of how things are done in the office. Try this simple
exercise. Pretend you are a donation check. Follow yourself from the incoming
mail through the record-keeping process to the deposit. What did you learn?
Who opens the mail? Are there any bottlenecks? Are there points in the system
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where the gift entry is redundant? Are the controls adequate? Does the system
result in a gracious acknowledgment letter being sent within two business days of
receipt? How long does it take to thank each donor? Are major donors also
thanked with a phone call or personal note?

After this simple analysis, you may wish to refine your gift-handling proce­
dures. You may wish to ask peers in the fundraising industry for models they have
found to be most effective. Also be sure to have an accountant look at your gift-
handling policies and procedures to be sure they comply with accepted standards.

Policies and procedures should be kept as simple as possible—but not too
simple! We should think through all the implications of our policies. Systems
have their own cost-benefit ratios. The aim is to maximize the benefit while
minimizing the cost. After eliminating unnecessary steps and reports, policies and
procedures should be documented. Thoughtful documentation is tangible
evidence that ongoing activities have been reduced to simple-to-administer
routines and protects the organization should a person no longer be available to
perform the task.

Budgets and Financial Resources

Resource development professionals and board members have two concerns
related to the organization’s budget: the nonprofit institution’s overall budget and
fiscal health, and the budget and cost-effectiveness of the fundraising program.

The institution’s fiscal health is of paramount concern to donors. This concern
is manifest in a range of issues:

• Donors focus on institutional credibility and accountability. Thoughtful donors
support organizations with strong budget processes and reputations for fiscal
responsibility.

• Donors want to know how their contributions will be used. They focus on projects
that match their philanthropic interests. They want to know that their funds
are being used wisely. Prospective donors are often motivated to make
major contributions in response to specific projects and budget projections
that generate named-gift opportunities.

• Donors recognize the benefits of a thoughtful budget process. Thoughtful budget
processes give decision makers an opportunity to focus on priorities and
impact. Moreover, the process gives all involved a chance to buy into the
program. Prospective donors want to know that the organization has a solid
budget that is backed by wise planning.

Budgeting gives management an overall view. Each activity is fit into a general
plan. Budgeting sets performance goals for each activity. Budgeting regulates
spending within the limits of income.
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With careful monitoring of the budget process, management can determine in
advance to what extent contributed income is especially urgent or when
financing might be needed. (At times, cash-flow projections can be a powerful
fundraising tool. Few events create a sense of urgency as strong as a pending cash-
flow crisis.)

Budgeting is imperative for the board and management to anticipate
unfavorable situations and to take timely corrective action. Budgeting also allows
the board and management to identify unexpected favorable variance.
Unanticipated positive cash results can signal a fundraising or earned income
opportunity on which to build.

Executive directors of nonprofit organizations, key staff, and board leaders
should be thoroughly familiar with the institution’s budget process. If the
organization has not yet adopted a formal budget process, or if the institution
wishes to refine its process, the board’s finance committee may wish to examine
the sample budget process outlined in Exhibit 3.2.

The executive director, finance director, treasurer, and the board finance
committee have responsibility for monitoring the performance of the nonprofit
organization’s overall budget. The development director has the primary respon­
sibility of monitoring the budget for fundraising and resource development.

The Fundraising Budget

Before we can address the issue of monitoring the resources and results, the
fundraising teammust first develop its annual budget. Let’s tackle that chore now.

The budget format in Exhibit 3.3 focuses on fundraising strategies. To
construct the budget using this format, the development staff or key volunteers
must make careful estimates of income and expenses based on each of the
fundraising strategies employed by the nonprofit organization. The format also
reminds the reader to include a board campaign and a personal solicitation
program. Direct mail, telephone, and special events may not be appropriate for
every organization, but board giving and person-to-person contact can benefit
any organization. If resource development staff and volunteers do not have
experience in some of the fundraising strategies included in the sample budget
format, the appropriate chapters of this book can provide preliminary help in
estimating results. However, when implementing and budgeting a new fund-
raising strategy, development professionals may wish to employ a consultant or
confer with colleagues from other nonprofit organizations.

The Sample Development Office Budget (see Exhibit 3.3) was constructed
largely around staff expenses and fundraising strategies. At times, development
professionals start by setting goals based on programmatic or institutional needs.
For example, the board finance committee for a grassroots organization might
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S AMP L E NONP RO F I T A G EN C Y BUDG E T P R O C E S S

1. Reexamine mission—develop preliminary goals, objectives, and recommendations.
a. Study options

Evaluate ongoing programs.

List and evaluate potential new programs.


b. Make preliminary recommendations for next fiscal year programs.
Develop a sense of priority, significance, and impact.
Remember, total agreement is not necessary at this stage.
Final agreement on goals, objectives, and programs takes place during the reconciliation
process.

2. Estimate expenses
a. Use previous fiscal year’s actual expense information to serve as a point of departure for budget

estimates of ongoing programs. Refine data and improve forecasts.
b. Staff should carefully estimate the costs of any potential new programs.
c. Carefully estimate aggregate costs of the preliminary program recommendations. Preserve

line-item detailed expense estimates for all programs.

3. Estimate income
a. Carefully examine all revenue sources:

Government (city, state, federal)
United Way/Other Workplace Giving Campaigns
Endowment
Annual fund (This should never merely be a plug number. Rather, the institution must
develop objective means of estimating the potential and expected results. Realistic
estimates are mandatory.)

Special events
Fees, contract services, ticket income, admissions, payment for services, tuition, sales of
goods or other measures of “earned income” appropriate to the individual agency,
detailed analysis on a per-project basis.

Unrelated business income
Auxiliary or guild income
Program advertising
Interest
Miscellaneous and other income sources unique to the individual agency

b. The revenue estimates must be detailed and based on the specific program recommendations.

4. Reconciliation
a. Examine income vis-à-vis the expenses. Expenses must not exceed income! Once the

institution adopts the notion that planned deficits are permissible under certain
circumstances, the floodgates will have been opened. The ultimate result can be an agency’s
drowning in its own sea of red ink.

b. Adjust program goals and objectives to appropriate levels.
c. Make the hard decisions and double-check your revised figures.

5. Board approval
a. This is not just a formality; the budget must be carefully presented to and reviewed by the

ratifying body.
b. Once ratified, all involved must be committed to the resulting plan of action.

(Continued )



WEBC03 02/09/2017 10:22:36 Page 28

28 the complete guide to fundraising management

EXHIBIT 2.2 ( C ON T I NU E D )

6. Monitor and administer the budget
a. Administer the budget correctly but not inflexibly.
b. The overall plan must not be sacrificed in order to keep one item on line.
c. The appropriate decision makers must be prepared to explain to the board any planned

deviation.
d. Break down the budget into periods corresponding to periodic financial statements. Estimate

income and expenses on a monthly or quarterly basis. (To the extent possible, plan income-
producing activities or fundraising strategies to help alleviate the organization’s cash-flow
difficulties, if any. Also, be cautious of large contributed income projections late in the fiscal
year when little time remains to correct any adverse conditions.)

e. Statements must be prepared on a timely basis and compared with budget projections.
f. Board must act—it must take action in cases of significant adverse deviation from the

approved budget plan.

calculate that the organization needs $225,000 for annual operations, $7,500 for
new computer equipment, and $50,000 for an intensive advocacy campaign. In
this case, the organization’s executive director, who is the person mainly
responsible for fundraising, figures that the organization can approach several
foundations for operating funds assistance and a local computer manufacturer for
the equipment. The executive director can also approach affluent individuals and
additional foundations for the advocacy campaign. The $225,000 is quite a bit
more than previous years but still must be raised through the organization’s direct
mail, phone, and special events. The executive director may also consider
initiating a major gifts club—thus encouraging $250- and $500-a-year annual
donors to consider contributions of $1,000, $2,500, $5,000, or more.

Alternatively, a mature institution with a $10 million annual budget may be
contemplating a $6 million capital/endowment campaign to build a new facility
and endow the maintenance of that building. In this case, the chief development
officer prepares the annual budget but also includes expenses in preparation for
the capital/endowment campaign: consultant fees, more intensive prospect
research, and enhanced cultivation activities. In either case, the reasoning should
bring the planner back to the fundraising strategies that will produce the income
needed for the project or programs.

Some resource development budgets and plans have been constructed around
the organization’s programs, with inadequate planning regarding fundraising
strategies. One such plan listed three program initiatives and enhancements to
annual operations. The plan and budget for the first program initiative listed
several foundations to be approached. The plan also included a special mail appeal
and concluded that the remainder of the funds needed would be solicited from
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interested individuals and corporations. The second and third program initiatives
were similarly “planned.” The plans for increased annual funds included vague
enhancements to the annual campaign and overly optimistic budget projections.
There are many problems with this approach. The first is that the planning for
each fundraising strategy becomes fragmented. The second major problem is that
budget projections should never be based on need alone. Thoughtful planning
calls for the ability to set realistic goals.

Setting Fundraising Goals

Experienced professionals focus on cost-effective fundraising strategies. More­
over, they employ five methods for setting fundraising goals: (1) summarize old
and new gift potential, (2) create a goal based on board of directors’ donations,
(3) perform a feasibility study, (4) prepare comparative statistics, and (5) use an
analysis of each prospect and request amount.

The first—as well as most common and effective—method of setting goals is to
summarize trends and recent gift history, adjust for known losses, and project an
organization’s goals based on this analysis (see Exhibit 3.4). The scorekeeping reports
in Chapter 16 will help you project trends and focus on net contributed income.

The second method of setting goals works well if an organization relies heavily
on a person-to-person major gift initiative. In such a case, a rough estimate of
potential can be based on giving by board members. One general rule in
fundraising is that the Board of Directors donates approximately 15 percent
of the contributed major gift income. This observation can be expressed
algebraically:

Board Contributions � 0:15 �Major Gift Total

EXHIBIT 3.4 S UMMARY O F O L D AND N EW G I F T P O T E N T I A L
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With this belief—and a simple algebraic adjustment—the major gift goal can
be projected once the board’s gift total is known.

Board Contributions � 0:15 � Projected Major Gift Income

To illustrate, assume that the board donates $41,000. When we divide $41,000
by .15, the result is $273,333. This figure can serve as the major gift goal. One
must remember, however, that no mathematical formula should be followed
blindly. Gifted managers make decisions. They adjust the projections based on
additional analysis or information that may not be reflected in the projection.

The third method of setting goals listed earlier is the feasibility study. Many
consultants choose to avoid that term because of the negative connotations
associated with the word feasibility. At Stanley Weinstein & Co., this process is
referred to and reported as a pre-campaign planning study.

Whether it is referred to as a feasibility study, a market study, a philanthropic
planning study, a campaign assessment, or a pre-campaign study, an experienced
consultant conducts confidential interviews with prospective pacesetting donors
to the proposed campaign. Capital campaigns are almost always preceded by a
planning study. Consultants are important to the process because they bring
objectivity to the analysis. Someone not closely associated with the organization is
better equipped to ask sensitive questions about the nonprofit organization’s
reputation. Using consultants also allows the potential donors to speak candidly
about their interest in the project and their potential financial participation.

The feasibility or planning study contains findings, conclusions, a summary of
strengths and weaknesses, as well as recommendations concerning leadership,
campaign structure, timing, and goals. The financial goals are established based on
the possible and probable levels of support indicated by the study participants.

The fourth method of establishing goals is to gather and analyze comparative
statistics—sources of income, expenses, number of donors, and totals raised
through all of the specific fundraising strategies. There are benchmarking studies
of total income raised that you can review, and you can also have your data run
against that of organizations working in the same vertical. This is often difficult
because the factors leading to the comparative results may very well be quite
different from your organization’s circumstances. Still, gathering and analyzing
data is a worthwhile exercise.

Even if you cannot readily access statistics, it is still possible to gather such data.
For example, let us say that you work for a social service agency. With a bit of
effort, you can form an ad hoc alliance with several similar agencies. The agencies
chosen should have budgets similar to yours. The agencies should be in cities with
demographics and population size analogous to your organization. It is one thing
to meet a challenging goal in Chicago. It is quite another to achieve the same
results in Yazoo City.
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By gathering statistics, whether from published sources or through ad hoc
alliances, it becomes possible to compare annual fund and capital campaign
results. This information can help you set goals. If most of the other organizations
outperform your agency’s results in annual giving, you may wish to call
representatives of each of the organizations to find out what they are doing
differently. Armed with this new knowledge, the organization’s goal can be
adjusted upward as you institute recommendations from your colleagues.

The fifth method of setting goals is a name-by-name analysis of the prospect
pool. This technique is especially helpful in preparing for capital campaigns. To
employ this name-by-name analysis, list the top donors and prospective donors—
those with the capacity to donate at leadership levels. Then, decide how much
your organization will request from each donor and prospect.

The director of development then fills in the percentage probability of
attaining each contribution based on experience and on these general guidelines:
Donors who have given in the range to be requested for several years, 80 to 90
percent; donors who gave last year for the first time, 60 to 70 percent; donors who
have skipped a year, 40 percent; new prospects (with a well-assigned solicitor), 20
to 30 percent; long shots, but with some rational expectation, 10 percent. If a
representative of your organization has had a conversation with the prospect, and
he or she indicated interest in donating at the levels discussed, the development
director can rate the probability higher. The value assigned to each prospect
equals the request amount multiplied by the percentage probability (see
Exhibit 3.5). The accuracy of these subjective judgments is surprising.

The accuracy of the last column comes from its cumulative power, rather than
from the individual amounts. For example, if five prospects on the list are to be
asked to donate $1,000 each and each is rated at a 20 percent probability, you
might expect to raise $1,000 total from that group of five. It would be a statistical
anomaly if you were to receive $200 from each of the prospects as the form seems
to indicate. Rather, you might receive $1,000 from one and nothing from the
other four. Alternatively, you might receive $600 from one, $200 from two
others, and two might donate nothing. Once again, the longer the list, the more
accurate the estimation of the results.

With an understanding of this last method of establishing goals and predicting
contributed income comes a number of insights concerning ways of increasing
total donations: We can increase gifts by increasing the number of requests we
make, we can ask our donors to consider larger donations, or we can increase the
probability of receiving larger donations by strengthening our case for support
and by nurturing closer relationships with our supporters.

Increasing total contributions is one thing. Maximizing net contributed
income is another. The next section discusses cost effectiveness and the expense
side of the puzzle.
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P R I O R I T Y E V A LUA T I ON F O RM

Priority Evaluation Form

Amount to Be % Probability Value of
Prospect Requested of Success Solicitation

ABC Corporation $5,000 80 $4,000

John and Mary Prospect $10,000 20 $2,000

Community Foundation $20,000 60 $12,000

Total Requested $ $ (Amount list is most
likely to produce)

NOTE: This form is useful in establishing the value of a priority prospect list. The longer it is, the more
accurate its predictive qualities become. The two main uses of this form are: to check whether a prospect
pool is adequate for fundraising needs; and to establish goals and predict how much can be raised.

Cost Effectiveness of Various Fundraising Strategies

Exhibit 3.6 summarizes the cost effectiveness of each major fundraising strategy.
However, caution and managerial judgment are needed in evaluating fundraising
programs. Each institution’s circumstances are unique. A one-year-old nonprofit
agency might very well have higher startup costs. An organization with strong
name recognition and wide appeal may have lower fundraising costs. Most
organizations fall somewhere in the middle.

Amature and comprehensive resource development programmight require an
investment of $0.15 to $0.35 per dollar raised. The most important point is to
evaluate the overall effort. Individual components of fundraising programs often
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EXHIBIT 3.6 C O S T E F F E C T I V E N E S S O F V A R I OU S F UNDRA I S I N G
S T R A T E G I E S

Fundraising Method Typical Expense Range

Direct Mail Acquisition $1.25 to $1.50 per $ raised
Direct Mail Renewal $.02 to $.25 per $ raised
E-Appeals $.04 per $ raised
Special Events $0.45 to $0.55 of gross proceeds
Grants: Corporation and Foundation $0.20 per $ raised
Planned Giving $0.25 per $ raised
Major Gift Personal Solicitation Programs $0.05 to $0.10 per $ raised
Capital Campaigns $0.05 to $0.10 per $ raised

Compiled from data published by Affinity Resources, the Association of Fundraising Professionals,
and M + R Benchmarks Study.

require significant start-up investments. Do not be overly concerned if acquisition
programs cost more than they bring in. The purpose of donor acquisition
programs is to increase an organization’s number of supporters. As a portion
of these new donors renew and upgrade their support over multiple years, the
initial investment pays for itself. Besides, the larger base of support will, over time,
bolster the organization’s major gift and planned-giving programs.

Monitoring the Budget

If an organization’s fundraising plan and timing of activities is similar from year to
year, a budget format that compares year-to-date performance to last year’s year­
to-date may work well (see Exhibit 3.7). Alternatively, if fundraising activities are
evenly spread throughout the year, you may wish to adopt a budget reporting
format that compares the year-to-date performance to the budget expectations
based on the percentage of the year completed (see Exhibit 3.8).

A better approach is to compare actual results to planned results. There is a
formula that helps with this:

�Year-to-Date Actual� � �Year-to-Date Budgeted Amount�
� �Amount Budgeted for the Entire Fiscal Year�
� Revised Fiscal Year Projection


This mathematical formula should not be followed blindly. Management
judgment can be employed to refine the projections. With or without adjust­
ments to the projections, this formula suggests a very usable budget reporting
format (see Exhibit 3.9).
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BUDG E T R E P O R T : Y E A R T O DA T E V I S - À - V I S L A S T Y E A R T O
DA T E

Income Year to Date Last Year to Date Annual Budget

Prospect Mailings 4,600 2,100 $20,800
In-House Mail 127,690 120,360 355,000
Grants 46,500 51,700 210,000
Special Events 53,750 41,790 112,500
Board Campaign 38,700 35,500 40,800
Personal Solicitation 120,300 100,150 295,000
Email and Website 22,500 3,850 38,570
United Way Donor Option 6,300 6,210 21,000
Bequests and Memorial Gifts 30,590 22,150 20,000
Total Contributed Income 450,930 383,810 1,113,670

Expenses Year to Date Last Year to Date Annual Budget
Staff 52,100 47,550 177,800
Association Fees 0 0 550
Training/Conferences 210 0 1,500
Other Travel, Food, Lodging 270 210 1,000
Equip/Maintenance 970 2,400 3,000
Supplies/Printing 1,120 970 2,500
General Postage 840 900 2,700
Cultivation and Acknowledgment 3,210 2,500 11,530
Prospect Mail 5,520 2,850 42,000
In-house Mail (renewals and upgrades) 19,100 18,750 55,740
Special Events 24,600 23,450 43,000
Personal Solicitation Materials 2,100 570 14,250
Planned Giving 475 525 1,990
Email and Website 18,250 0 20,100
Total Expenses 128,765 100,675 377,660
Net Contributed Income 322,165 283,135 736,010

For the budget reporting format illustrated in Exhibit 3.9 to work, the
fundraising team must first create its annual budget and then break it down
into monthly or quarterly expectations. The task of making such projections is
not a simple matter of dividing the year into 12 or 4 periods. Rather, the
projections are made based on the schedule of activities. For example, if the major
special event is scheduled in the third quarter, we would not expect to see one-
fourth of the special event income in the first quarter. All of the income and
expenses would be projected for the third quarter. The benefit of this budget
reporting format is that the reports compare the results to this year’s fundraising
plan. Comparisons to last year are of little value if the plan is substantially different,
or if the activities are scheduled at different times from those in the previous year.
Comparisons to the percentage of the year completed have little meaning if the
events and fundraising program elements are not evenly distributed throughout
the year.
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EXHIBIT 3.8 Y E A R - T O - D A T E BUDG E T R E P O R T : P E R C EN T AG E - O F - Y E A R
BA S I S

July 1, 20XX, through October 31,
20XX (33% of Year)

Year to % Annual Annual
Income Date Budget Budget
Prospect Mailings 4,600 0 20,800
In-House Mail 127,690 0 355,000
Grants 46,500 0 210,000
Special Events 53,750 0 112,500
Board Campaign 38,700 1 40,800
Personal Solicitation 120,300 0 295,000
Email and Website 22,500 1 38,570
United Way Donor Option 6,300 0 21,000
Bequests and Memorial Gifts 30,590 2 20,000
Total Contributed Income 450,930 0 1,113,670

July 1, 20XX, through October 31,
20XX (33% of Year)

Year to % Annual Annual
Expense Date Budget Budget
Staff 52,100 0 177,800
Association Fees 0 0 550
Training/Conferences 210 0 1,500
Other Travel, Food, Lodging 270 0 1,000
Equip/Maintenance 970 0 3,000
Supplies/Printing 1,120 0 2,500
General Postage 840 0 2,700
Cultivation and Acknowledgment 3,210 0 11,530
Prospect Mail 5,520 0 42,000
In-House Mail (renewals and upgrades) 19,100 0 55,740
Special Events 24,600 1 43,000
Personal Solicitation Materials 2,100 0 14,250
Planned Giving 475 0 1,990
Email and Website 18,250 1 20,100
Total Expenses 128,765 0 377,660

Net Contributed Income 322,165 0 736,010

Fundraising Modes

Like generals preparing for battle, fundraisers must be sure that they are gearing up
for the right war, using the appropriate strategies for the situation. How often do
volunteers prepare for a capital campaign by examining all of their special event
fundraising options? This strategy is simply inappropriate and ineffective for a
capital campaign. Similarly, it would be overly optimistic or just plain unrealistic
to believe that a foundation grantsmanship program could sustain the nonprofit
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Y E A R - T O - D A T E BUDG E T R E P O R T : A C T UA L V I S - À - V I S P L AN

July 1, 20XX, through October 31, 20XX

YTD YTD Fiscal Year Fiscal Year
Income Actual Budget Budget Projection
Prospect Mailings 4,600 4,100 20,800 21,300
In-house Mail 127,690 120,000 355,000 362,690
Grants 46,500 49,000 210,000 207,500
Special Events 53,750 52,500 112,500 113,750
Board Campaign 38,700 37,500 40,800 42,000
Personal Solicitation 120,300 104,000 295,000 311,300
Email and Website 22,500 21,270 38,570 39,800
United Way Donor Option 6,300 5,500 21,000 21,800
Bequests and Memorial Gifts 30,590 10,000 20,000 30,590
Total Contributed Income 450,930 403,870 1,113,670 1,150,730

July 1, 20XX, through October 31, 20XX

YTD YTD Fiscal Year Fiscal Year
Expense Actual Budget Budget Projection
Staff 52,100 51,500 177,800 178,400
Association Fees 0 0 550 550
Training/Conferences 210 180 1,500 1,530
Other Travel, Food, Lodging 270 340 1,000 930
Equip/Maintenance 970 1,000 3,000 2,970
Supplies/Printing 1,120 600 2,500 3,020
General Postage 840 750 2,700 2,790
Cultivation and Acknowledgment 3,210 2,750 11,530 11,990
Prospect Mail 5,520 8,000 42,000 39,520
In-House Mail (renewals and upgrades) 19,100 18,000 55,740 56,840
Special Events 24,600 22,000 43,000 45,600
Personal Solicitation Materials 2,100 3,000 14,250 13,350
Planned Giving 475 450 1,990 2,015
Email and Website 18,250 17,100 20,100 21,250
Total Expenses 128,765 125,670 377,660 380,755

Net Contributed Income 322,165 278,200 736,010 769,975

organization’s annual operations (although a multiyear grant of seed funds might
get the organization started).

To be sure that your organization employs the appropriate fundraising
strategies for its circumstances, it is necessary to have a firm understanding of
various fundraising modes or states.

The Annual Fund Drive

The term annual fund can be misleading. As stated throughout this book, one
major goal of nonprofit organizations is to encourage supporters to make multiple
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gifts throughout the year. Some supporters misinterpret the term annual fund to
imply that the organization expects just one gift a year, and the term can also be
confusing to volunteer solicitors.

To further confuse the issue, many nonprofits conduct membership drives or have
an annual mailing that provides a membership card. Unless membership fees are closely
associated with tangible and exclusive benefits, those responsible for fundraising
can view the membership fee as a contribution. In fact, most memberships are
unrestricted annual fund gifts. In return for the membership gift, donors usually
receive a newsletter that they might have gotten anyway. The main advantage of
conducting membership drives is that donors are encouraged to renew their
support of the organization on an annual basis. Additional special project appeals
create the feeling that the member is also helping support the ongoing valuable
work of the nonprofit organization.

Characteristics of annual fund drives are:

• Annual funds are really operating funds. The contributions received are
unrestricted.

• The strategies are designed to produce a broad base of support.

• The emphasis is on single-year contributions and pledges.

• The strategies used most frequently are direct mail and personal letters,
email appeals, and special events. The results can be strengthened by adding
a major gift component and by seeking special project support.

• Annual fund drives rely on a large number of requests. Response rates and
gift levels increase when list selection improves, segmentation techniques
are mastered, and the message is honed.

The Capital and Endowment Campaign

Capital and endowment drives are discussed in Chapter 14. However, it would
be helpful at this point to understand the main characteristics of capital
campaigns. Too often, volunteers go into their capital campaigns with plans
shaped by their successes in their annual fund drives. But experienced pro­
fessionals know that direct mail, online solicitation, and special events are
inappropriate strategies to emphasize when planning and implementing a
capital campaign.

Characteristics of capital and endowment campaigns are:

• The emphasis is on visionary capital projects. Endowment fund campaigns
frequently are combined with the capital campaign—often to endow the
building project or major equipment purchase, or to endow the programs
associated with the building or equipment.
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• The emphasis is on pacesetting leadership contributions. (Often, the largest
10 investments will produce one-third to one-half or more of all capital
funds raised. The largest 110 investments will produce from two-thirds to
four-fifths of the total raised.)

• Donors are encouraged to make multiyear pledges.

• Most capital campaigns are preceded by a planning study.

• Capital campaigns are intense. The campaigns are organized in a sequential
manner. A quiet or advancement phase focuses on stretch gifts and lead gifts
from those closest to the organization. An intermediate phase focuses on
major gifts from the philanthropic community. A public phase encourages
generous and modest gifts from a broad base of supporters.

• The most effective fundraising strategy for capital campaigns is person-to­
person visits and solicitations. Intense relationship nurturing activities are
integral to the process.

Special Project Support

Seeking special project support is a mode of fundraising that falls somewhere
between annual fund drives and capital campaigns. Certainly, seeking special
project support lacks the characteristics of intensive campaigns, either for
operating or capital purposes. The appropriate strategies are grantsmanship
and major gift fundraising. The major gifts can come from affluent individual
supporters or from corporate donors.

Seeking special project support offers three advantages:

1.	 Regular donors often make second or third gifts in response to special
project appeals.

2.	 Foundations, affluent individuals, and corporate donors often view attract­
ive components of the organization’s core activities as funding
opportunities.

3.	 Special project support encompasses the larger investments needed for
new project seed funds, modest-scale capital purchases, and existing
program enhancements.

Hybrid Models

Nonprofit organizations rarely engage in a single fundraising mode. What
organization will abandon its annual fund drive to concentrate solely on its
capital campaign?What organization is so well off that it can conduct annual fund
drives but never has to seek special project support? How often are the nonprofit
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organization’s fundraising efforts geared solely to a capital campaign? Clearly, these
are uncommon situations.

To be effective, nonprofit leaders must learn to manage a mix of fundraising
activities. Effective resource development professionals must become comfort­
able with providing leadership for a visionary capital campaign while maintaining
strong annual fund drives—with their time-consuming mail appeals, phone
campaigns, and special events. At other times, the resource development staff
must maintain their annual drives while meeting multiple grant application
deadlines for special project support.

Annual and Capital Campaigns

The most common questions asked of resource development professionals are:
“How can we sustain our annual fund drive while conducting a capital campaign?
Won’t the capital campaign take funds away from the annual drive?”

There is a simple answer to these questions. With the proper approach, the
capital campaign will strengthen the annual fund drives. Here’s why: First, a well-
planned capital campaign captivates the imagination. It inspires. The campaign
engages people in a cause bigger than themselves, and it brings people closer to
the organization. Second, the capital campaign focuses on the importance of
leadership giving. Donors are inspired to make major multiyear commitments.
The $1,000-per-year donor may make an additional three-year pledge of
$15,000, $30,000, $100,000, or even more when approached for an investment
in the capital campaign. When the pledge period is completed, such donors
frequently increase their annual giving levels.

What, then, is the proper approach? There are several. One approach is the
two-envelope metaphor. In houses of worship, members of the congregation
make weekly offerings, pledge a specific amount for the year, or fulfill annual
membership obligations. During capital campaigns, congregation members are
reminded to continue their regular support, and are encouraged to make a
generous multiyear pledge for the capital campaign. In many cases, this is more
than a metaphor. In actuality, there are two types of envelopes: one for the regular
offering and another for the capital campaign.

During capital campaigns, the presentation materials stress the importance of
“gifts in addition to your annual support.” Campaign leaders remind donors to
continue their annual support. Major donors understand that their capital
campaign contributions are in addition to the ongoing support—thus, the
two-envelope metaphor.

Another approach is the comprehensive campaign. With this approach, the
organization states the case for an all-encompassing campaign that embraces the
institution’s annual operating, capital, endowment, and special project needs. In
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reality, the organization’s leaders still need to use the appropriate strategies for
raising annual, capital, endowment, and special project support. In other words,
the modest donors still receive their mail appeals and invitations to special events.
Foundations can be approached for special project support or capital funds. Major
donors are asked to continue their annual support and to consider a multiyear
pledge to the capital/endowment drive. Many gift opportunities are developed.
Supporters and prospective supporters are asked to consider components of the
campaign that interest them the most. The endowment-building component of
the campaign may encourage planned gifts in addition to the current gifts
received during the pledge period.

With this level of activity, the key management task is to track the relationship-
building activities and coordinate the requests. The university School of Medi­
cine’s development officer should not approach a key donor for a $50,000 piece
of equipment during the same week that the university president and chair of the
board approach that person for a $10 million contribution to the $120 million
Campaign for Excellence. The left hand must know what the right hand is doing.

With thorough prospect research and genuine concern for building relation­
ships, it becomes possible to match the ideal gift opportunity to the right prospect.
The aim is to offer each donor and prospective donor an opportunity to make a
significant investment—an investment that will pay dividends for the people the
organization serves.

Annual Fund and Special Project Support

Two strategies are common to most experienced resource development offices.
The first is to write program descriptions and grant applications for attractive parts
of the operating budget. An essential quality of money is that it is fungible. When
an organization acquires underwriting for one of its ongoing programs, this
augments the organization’s unrestricted gifts. The second strategy is to conduct
vigorous annual campaigns and also seek major support for your organization’s
initiatives, special projects, seed funds, and nonrecurring endeavors.

To illustrate the first strategy, an organization may approach a foundation to
provide multiyear support for an established Learning Center at a homeless
shelter. You need not stress that the Learning Center is established. Rather, you
might stress enhancements to the program or reasons the program is particularly
needed at this time. Other examples include symphony concert sponsorships,
underwriting for popular ongoing museum exhibits, and adopt-an-animal plans
at zoos. At this point, the line between gift opportunities (where the focus is on
how the gift will be acknowledged) and special project support (where the focus is
on how the funds are accounted for and used) becomes murky. However, the
result is that special project support augments annual operating contributions.
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The second strategy—vigorous annual campaigns with funding requests for
nonrecurring special projects—is also commonplace. A problem occurs, how­
ever, when the staff is so small or too poorly organized to get to the grant
applications and major gift visits. The answer to this problem is to schedule blocks
of time for grants research and writing. Simultaneously, fundraisers can eliminate
low-payoff timewasters and devote more time to nurturing relationships and
visiting major donors.

The Comprehensive Approach

The strategy, or fundraising mode, that successful nonprofit organizations pursue
most of the time is to conduct vigorous annual campaigns while seeking,
encouraging, and accepting capital, endowment, and special project investments.
An organization does not have to be in a capital campaign mode to accept capital
gifts. An endowment can grow through bequests or other planned gifts.
Moreover, generous current donors can be encouraged to make a lifetime
gift to the endowment fund.

To manage the complexity of the comprehensive approach, organizations will
need to observe the following principles:

1.	 Stagger activities so that they can be handled even with small staffs (see
Exhibit 3.10).

2.	 Time fundraising activities based on response rates. (Example: Prospect
mailings in early November and December are far more likely to produce
positive results than summer mailings.)

3.	 Schedule major cultivation events such as open houses and annual dinners.

4.	 Devote blocks of time to time-consuming tasks, such as grant research and
grant writing.

5.	 Build on strength. Focus energies on the fundraising activities that
maximize long-term net contributed income. Eliminate low-payoff
activities.

Special Issues Related to Small and

Large Operations

A great deal has been written and said about the challenges faced by the small
development office. Mostly, it boils down to common complaints: too few
people; too much to do; too little time in which to do it.

However, experienced development professionals know that the issue just
stated misses the point. No one has the time to do everything. Everyone feels
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Key Activities Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun

Acquisition mailing ✗R ✗R
Auxiliary and volunteer appreciation event ✗D □ □

Directors and trustees 100% campaign ✗E ✗E
E-newsletter ✗R ✗R ✗R ✗R ✗R ✗R ✗R ✗R
Fundraising e-appeal ✗R ✗R ✗R ✗R
Fundraising appeal letter, donors ✗R ✗R ✗R ✗R ✗R ✗R
Fundraising appeal letter, prospects ✗R ✗R
Government grants; contracts and ✗G ✗G ✗G ✗G ✗G ✗G ✗G ✗G ✗G ✗G ✗G
underwriting
Grant reporting as required (G)
New grants research ✗G ✗G
Newsletter (mail) ✗R ✗R □ ✗R ✗R
Personal solicitation: lists and gift ✗D ✗D
opportunities preparation
Personal solicitations ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E ✗D, E
Planned giving seminar ✗P ✗P ✗P
Planned Giving Society luncheon □ □ ✗P
Preparation of fiscal year final report ✗D ✗D
Special event fundraiser ✗D □ ✗D ✗D
Volunteer phone-a-thon ✗D ✗D

Key: Person primarily responsible
G: Grants Manager (or Director of Development in a one-person shop)
D: Director of Development
P: Planned Giving Manager (or Director of Development in a one-person shop, using an outside consultant)
E: Executive Director
R: Direct Response Manager (or Director of Development in a one-person shop, using outside consultants and/or vendors)

43
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understaffed. The task for development professionals is to make decisions. They
must decide what to do, when to do it, and what the expected outcomes are.

They also must decide what not to do. Too often in one- or two-person
development shops the development director spends his or her time shopping for
t-shirts, stuffing envelopes, and choosing decorations for a special event that
barely pays for itself—let alone for the staff time. At other times, the small staff gets
wrapped up in designing and printing materials that are never used in the
solicitation process.

Another problem occurs when the development staff is given responsibility for
public relations. Have you ever seen a job title such as “Director of Development
and Public Relations”? Chances are that whatever comes after the word and is
what gets done. For a variety of reasons—fear of rejection, perceived risk
involved with measurable outcomes, and discomfort in discussing money—
the director of development responsibilities gets lost in the shuffle.

Again, the answer is focus and concentration. The professional must ask,
“What public relations activities will have the greatest impact on the institution?
What fundraising strategies will maximize net contributed income?”

The answers to these two questions overlap in significant areas. A strong case
for support, a sustained effort at nurturing relationships, and the ability to segment
constituencies and target our messages are essential to both the resource devel­
opment and public relations programs. The public relations program should have
clear objectives. Name recognition is not enough. Nonprofit organizations need
strong public relations and marketing efforts to help recruit volunteers, increase
earned income, and create an environment where contributed income can be
maximized.

By remaining focused, one- or two-person offices—even those with public
relations responsibilities—can handle two acquisition mailings; at least four
segmented mailings and six eAppeals to the in-house list annually; a personal
solicitation program; one volunteer phone-a-thon; a cost-effective planned-
giving program; one or two major special events annually; at least two print and
four online newsletters annually; a simple-to-administer grants program; and a
vigorous cultivation and acknowledgment program.

When these activities begin to produce substantial net contributed income,
expanding the staff may make economic sense. However, your analysis must
demonstrate that the opportunity cost (i.e., the lost funds that might have been
earned by having additional staff) is far greater than the expense related to the
additional staff.

As an institution grows and the development staff expands to meet the demand
for increased contributed income, a new set of challenges come into play: issues
related to control, coordination, and evaluation. The fundraising staff that started
with a director of development and an assistant/data entry person may grow with
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the addition of a mail campaign professional, a special event coordinator, a grant
writer, a major gift officer, a director of gift planning, or any combination of
personnel that can respond to the institution’s unique circumstances. At the same
time, data entry and other support personnel are added as the volume of
contributions and gift levels increases.

Here are some general guidelines for larger development offices:

• The staff should include one development officer for every 200 prospects
capable of contributions of $25,000 or more.

• A development officer should help close at least 25 commitments per year.
Each commitment should be for not less than $15,000.

• Prospective supporters are assigned to only one development officer. The
prospect’s name may not appear on more than one development officer’s
list.

• Development officers are responsible for identifying new prospects, nur­
turing relationships, and assuring that the prospects are offered an oppor­
tunity to make significant investments.

Senior development officers develop and monitor a system that quantifies key
information concerning the donors and prospects on each development officer’s
list. This information includes proposed request amounts, the probability of
receiving the request amount, estimate of when a pledge might occur, and where
each prospect is in the cultivation cycle. In a numeric system, you might assign the
following cultivation cycle indicators: 0 = Suspect; 1 = Viable Prospect; 2 =
Relationship Nurturing Underway; 3 =Request But No Response; 4 = Agreed
to Gift; 5 = Closed. To understand how this is useful, please see Exhibit 3.11.

In addition to monitoring the performance of each development officer, senior
staff members also evaluate the effectiveness of each person responsible for a
specific fundraising function or strategy. Each functional area—grants, annual
fund, major gifts, and planned giving—is evaluated on the basis of return on
investment. As important, the senior staff should monitor each functional area to
quantify the net contributed income generated each year. By monitoring this
over time, development staff members are naturally encouraged to find ways to
improve performance of each of the institution’s fundraising strategies.

Ethics

The nonprofit institution’s ethical standards have an impact on resource devel­
opment. The public expects charitable institutions to be held to the highest
ethical standards, and when those standards are breached, donors withhold their
support.
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EXHIBIT 3.11 D E V E L O PM EN T O F F I C E R R E P O R T

Pledge
Cultivation Target Request Probability

Prospect Volunteer Level Date Amount (%) Value

C. Davis A. Martinez 5 7/17 500,000 100 500,000
B. Padilla A. Martinez 5 6/17 150,000 100 150,000
A. Quigley D. Barnes 5 6/17 25,000 100 25,000
D. Palinski L. Chen 4 9/17 50,000 50 25,000
F. Harding A. Martinez 4 9/17 50,000 60 30,000
B. Santiago D. Barnes 4 9/17 30,000 20 6,000
J. Baxter J. Rodriguez 4 9/17 30,000 50 15,000
S. Smith T. West 4 12/17 100,000 80 80,000
M. Liggett L. Chen 4 12/17 50,000 40 20,000
M. Kim A. Martinez 3 9/17 25,000 80 20,000
F. Winston T. Downey 3 9/17 50,000 40 20,000
H. Nguyen D. Barnes 3 9/17 10,000 80 8,000
W. Payne J. Rodriguez 3 12/17 10,000 60 6,000
A. Maynard L. Chen 2 3/18 100,000 40 40,000
R. Wang T. West 2 3/18 250,000 50 125,000
Numerous
other names
and ratings

Total 1,430,000 1,070,000

Ethics is not an exact science. To be sure, there are many gray areas.
Mechanical decisions are not possible, but decisions must be made. There is
widespread agreement on a broad range of ethical responsibilities. Nonprofit
organizations are recognized as having both internal and external ethical respon­
sibilities. The external responsibilities include:

• Stating the truth in fundraising, marketing, and public relations.

• Meeting obligations to donors, vendors, and external stakeholders.

• Maintaining all personal data in a secure manner.

• Providing service recipients with services of the highest possible quality.

• Ensuring product safety.

• Protecting the environment.

• Observing the letter and spirit of all laws that pertain to the nonprofit’s
external activities.

The nonprofit organization’s internal responsibilities include:

• Ensuring worker health and safety, and providing a workplace that is free
from harassment or discrimination.
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• Ensuring fairness and equal opportunity in all human resource activities:
hiring, firing, and promotion.

• Nurturing moral common sense within the institution: Prevent harm to
others; respect the rights of others; do not lie or cheat—be honest and fair;
keep promises and contracts; help those in need; encourage others to live
this way.

• Observing the letter and spirit of all laws that pertain to the nonprofit’s
internal activities.

Many people wonder why conversations about ethics get so sticky. If we are
dealing with common beliefs and moral common sense, how can there be so
many disagreements?

Ask a room full of resource development professionals whether there is a donor
from whom their organization would not accept a $1,000,000 contribution.
Whose gift would your organization refuse? Respondents to this type of question
generally split into three roughly equal camps. Some point to the good that the
funds will accomplish. Others focus on the evil that may have generated the funds
and the harm that the gift will do to the organization’s reputation. Still others take
a pragmatic approach and ask whether the gift must be acknowledged publicly
through naming opportunities. Pragmatists also estimate whether the projected
lost income from dissatisfied current and future supporters is less or more than the
actual gift being contemplated. Clearly, there are no right or wrong answers.

Communication about ethical issues generally falls into three main areas:

1.	 Descriptive ethics—factual accounting of what actually is occurring.

2.	 Metaethics—abstract discussions concerning issues such as cultural differ­
ences, the pursuit of objectivity in ethics, the differences between scientific
and religious ethical systems, and so on.

3.	 Normative ethics—ethical judgments concerning right and wrong, and
attempts to describe “what ought to be.”

To facilitate communications about ethics and to clarify thinking, it is essential
to understand the point of view of the speaker or writer. After all, statements can
be read or heard from the standpoint of any of the three fields just listed.

Example: “The XYZ Charitable Institution considers it wrong to pay a finder’s
fee to a financial planner who brings forward a planned gift; the ABCNonprofit
Agency has been known to pay a finder’s fee on several occasions.”

To one reader, the previous sentence simply states what is occurring. This is an
example of descriptive ethics.

A second person reading it might conclude that different organizations have
different standards. Therefore, there is no absolute right or wrong. Practice and
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custommay be viewed as the guiding principles. Others might disagree. This is an
example of a discussion dealing with metaethics.

A third person reading it might say, “The XYZ Charitable Institution has
adopted a high ethical standard. The ABC Nonprofit Agency is wrong when it
pays a finder’s fee.” This example deals with normative ethics.

Codes of ethical standards are normative statements—judgments of right and
wrong. An examination of ethical standards (see Exhibit 3.12) developed by
various nonprofit sector institutions such as the National Committee on Planned
Giving (NCPG), Association of Fundraising Professionals (AFP), Council for
Advancement and Support of Education (CASE), National Association of
Independent Schools (NAIS), and others shows that they tend to rely on moral
common sense and a point of view that individual rights guide our ethical
standards—especially the rights of the donor!

EXHIBIT 3.12 C OMPARA T I V E E T H I C A L S T ANDARD S
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Evaluation

Chapter 16 contains comprehensive self-evaluation tools, forms, and question­
naires. It may be helpful now, however, to place the big picture in focus.

The philosophy of this book is to encourage resource development profes­
sionals to monitor a broad range of key success factors. The aim is to continually
make improvements in as many of these areas as possible. By monitoring and
increasing the number of donors contributing each year, the percentage of board
members who contribute each year, the number of donors contributing at each
gift level each year, and the number of people personally contacted each year, an
organization’s contributed income will continue to grow over time.

One cannot observe a system without changing the system. This is as true in
fundraising as it is in physics.

Monitoring trends and making improvements to your fundraising systems and
strategies are central themes of this book. With this focus, readers also need a clear
view of their organization’s most important resource development objectives: to
maximize net contributed income and to diversify sources of funding.

Nonprofit institutions need cash with which to carry on their programs. For
this reason, the most important figure to monitor is net contributed income. To
ensure sustainable cash flow, nonprofit organizations must also monitor the
number of contributors and sources of funding. Two million dollars a year in
contributed income may be adequate for many organizations. But if those funds
come from only one or two sources, the organization’s very existence may be in
danger. For this reason, nonprofit organizations must not become overly
dependent on too few major donors or funding sources. Achieving balance in
terms of sources of funding is an essential task of the fundraising professional.

By implementing the recommendations in the chapters ahead, fundraisers can
help their organizations achieve their two main resource development objec­
tives—raising more net income and developing a larger base of donors.
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CHAPTER 4
■

The Case for Support and
Fundraising Materials

All work is empty save when there is love.

—KAHLIL GIBRAN, THE PROPHET

The Case Statement

The first task of fundraising is to understand the rationale for the appeal.
Fundraising professionals call this rationale the case for support or the case statement.
It might be more helpful to think in terms of scripts—a body of language that tells
any prospective supporter what is unique about this nonprofit organization, how
the funds will be used, and who will benefit from the programs and services.

A nonprofit organization’s case statement answers the questions, “How does
this agency help people?” “Whom do we help?” “What vital services do we
offer?” “What is our agency’s track record?” “What are the organization’s plans
for the future?” “Why does this agency merit support?”

From the donor’s perspective, institutions do not have needs—people do. Too
often, nonprofit appeals are based on statements such as “As the winter months
approach, our organization is facing a mounting deficit. We need your support to
keep our doors open . . . .”

Such appeals say little or nothing to the donor.
Imagine Apple running an advertising campaign that sounds like this: “Our last

two quarters were the worst in our company’s history. Please buy our product to
help our cash flow as we enter the critical months ahead.” Would anyone
purchase a phone—or any product—based on such an appeal? Of course not; and
yet many nonprofits continue to state their needs from this internal perspective.
Mounting deficits might loom large in the thought processes of people with key
roles in their agency. Still, to the donor, what matters most is how the agency
helps people in need.
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By way of example, the case for support for a homeless shelter might be, “The
winter months are harsh for people like John—a homeless person traumatized by
circumstances too horrible to even imagine. At XYZ Homeless Shelter, we
address the root causes of homelessness and restore broken lives. Your contribu­
tion will help us get people like John back into the workforce with a fresh
foundation and a home of their own.”

Case statements expressed from the donor’s point of view are vital to the
fundraising process. Such case statements are essential to major gifts programs,
grantsmanship, planned-giving programs, capital/endowment campaigns, and
strong annual programs.

The Comprehensive Formal
Case Statement

The comprehensive formal case statement is a written document that states the
major reasons for supporting a nonprofit organization. It forms the basis for all
other communications. This most important document provides the following
information:

• The organization’s history

• Founded when and by whom

• Major accomplishments of the organization

• Milestones in the organization’s history

• Whom does the organization serve?

• Demographic information: age, ethnicity, gender, geographic area,
socioeconomic background, religious affiliation.

• Description of a real person or situation (e.g., animal rescue or forest
restoration) that benefits from the organization—sharing testimonial or
anecdotal true-life experiences.

• What challenges do the people served face or the situations addressed
tackle?

• What pressing problems does the organization address?

• How does the organization address these challenges?

• What programs does the organization offer?

• What services are provided for people in need?

• What sets the organization’s response apart from other organizations
with similar-sounding missions?
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• What is the organization’s reputation for managerial and business acumen?

• What evidence can be offered pertaining to the organization’s stability—
for example, leadership longevity, or board member tenure?

• What evidence can be offered pertaining to fiscal responsibility—for
example, years of deficit-free operations?

• How is the planning process described?

• Who participated in the planning process? (This is especially helpful when
well-known community leaders played a key role in your organization’s
strategic planning.)

• How broad based was the process?

• How thorough was the planning process?

• What are the goals for the future? (This is the most important section of the
case for support.)

• What are the program, financial, facility, technology, administrative and
governance, and human resource and diversity goals?

• How will these goals improve the lives of those in need or the outcome
of the situations being addressed?

• How will the donor’s investment be used?

• Why is the fundraising campaign being conducted?

• What are the organization’s key budget items?

• How do these expenditures relate to the organization’s mission and
services to people in need?

• How will the donor’s involvement be acknowledged?

• Description of tangible recognition, benefits, or both.

• Description of the intangible benefit the donor receives by this philan­
thropic investment.

• Description of naming opportunities, if any.

Development planners who answer all of these questions will have created a
comprehensive formal case for support. Some bureaucrats and a few foundation
officers appear to be impressed byweightiness. They seem to “fund by the pound.”
Most people, however, dislike wordiness. They prefer to read summaries—if they
read at all.Many grantors are only accepting proposals online, and each section has a
strict limit to the maximum number of characters allowed in a response. Being
complete yet concise indevelopingyour case can facilitate future fundraisingefforts.

Going through theprocessofwriting the formal case for support ismosthelpful. It
clarifies the organization’s thinking. It gets everyone rowing in the same direction.
A well-prepared case statement gives fundraisers ready answers to questions
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posed on grant applications. It provides key staff members and volunteers with
useful language. The case statement contains important phrases and themes
that are included in the organization’s phone and mail campaigns.

Once the comprehensive case statement has been written, edit it. Reduce it to
four to six readable pages of the best and most compelling language. This new
version—when personalized—can become the basic presentation tool for major
gift solicitations.

The Case Statement Process

The process by which the case statement is arrived at, like the process by which
the organization’s strategic long-range plan is created, is of paramount impor­
tance. Board members and community leaders are most likely to support a plan
they helped create.

It is not recommended that the case statement be written by a committee. On
the contrary, it is strongly recommended that it be written by one writer—but
with lots of input from key leaders.

The process for writing a case statement involves a number of steps. First,
interview several key leaders of the organization. Next, gather and review the
organization’s written promotional and planning materials. The organization’s
strategic long-range plan must be clearly understood. Examining promotional
materials and case statements from similar organizations also may be helpful.

Now, synthesize the material. Answer the questions in the preceding outline.
Develop new language. Then prepare and circulate a draft case for support. Listen
to the feedback. Afterward, revise the case and present it to the appropriate
committees for review, revision, and final approval.

Every organization has only one opportunity to make a first impression. By
developing a thoughtful case for support, fundraisers can ensure that donors and
potential supporters receive clearly written materials. In most cases, not much
money needs to be spent on the presentation package. A highly readable case
statement that is visually attractive and includes a few compelling photos can be
produced in word processing software and is sufficient in most cases. The
expensive brochures and booklets can be saved for the end phases of a capital
campaign—if they are used at all.

The point here is that the case for support must be well written, be
motivational, and even be poetic. Statistics and logic may be helpful. However,
emotion and passion lead to commitment. Until the donor believes in your
organization’s mission, the written case statement has no value. A conversion
process must take place. The case for support must become part of the donor’s
belief system. Supporters give freely of their time, talent, and treasure when they
understand and embrace a cause.
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Market- and Situation-Specific
Case Statements

Once the comprehensive formal case for support is written, presentation materials
can be tailored to specific markets. Elements of the case that resonate with specific
donors and prospective donors should be highlighted.

For example, when approaching corporate leaders, development professionals
may wish to stress the economic benefits brought about by the organization’s
programs. If the organization is a university approaching an engineer, programs
that benefit the school of engineering might be highlighted. A healthcare
provider approaching the mother of a child who is deaf or hard of hearing
may focus on the institution’s services for people with these challenges.

Customization is not limited to these examples. A religious order establishing a
spiritual center in the Southwest might stress the critical shortage of clergy in the
area served. However, when approaching supporters from other parts of the
country, the materials might take on a broader focus: historical links, geographic
ties, or the relationship of spirituality to the nation’s social fabric.

Presentations and Presentation
Materials

Once developed, an organization’s case statement can exist in many formats.
We now look at some.

Printed Materials

Personalized formal case statements are comprehensive formal cases for support with
personalized cover sheets prepared for each prospective donor. The attractive
cover sheets might have the organization’s name, the campaign slogan or
campaign name, and a phrase such as “Information Prepared for John and
Margaret James.”

Brochures are helpful. Their small size makes them convenient for volunteers to
keep on hand. They can fit easily inside envelopes and make convenient
enclosures for mailings. Their brevity makes them useful for the vast majority
of people who do not take the time to read lengthier documents.

Every nonprofit organization will find it useful to produce a general-purpose
brochure that briefly states the case for support. The brochure might contain a
response device for contributions and volunteer commitments. It is critical not to
cram the entire case onto a brochure that is an 8½´´ × 11´´ sheet of paper; your
brochure needs to use a large enough font size to be readable, so reducing the case
to a more succinct summary may be necessary for this brochure.
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Unfortunately, many nonprofit organizations produce expensive brochures
but fail to develop the more effective and less costly case for support. Most
prospective major donors are more motivated by the personalizedmaterials than by
expensive generic printed materials. While attractive printed materials, such as
brochures, are important, they should not be relied on for major gift solicitations.
Enclose the brochure and other promotional materials in a presentation folder
along with a personalized case for support. There is something about human
nature that makes prospective donors feel important when they see their name
printed in larger letters than the organization’s name.

One- or two-page summary versions of the case for support are easy to absorb and come
in handy in many situations. Containing all the main points, these background or
fact sheets are helpful for volunteer orientations. They are great for briefing
telephone solicitors. Prospective supporters find them easy to understand.

Sometimes the short version is written in paragraph form. If this format is used,
keep the paragraphs short and punchy. The sheet also should include a call for
action and end with a clear statement of how the funds are to be used.

At other times, the case statement is presented as a fact sheet. These usually are
printed on a letterhead with the word “facts” in large type at the top of the page.
Below the heading are a series of bullets that make up the case for support.

A nonprofit may also want to create a summary graphic that presents its case to
appeal to volunteers, prospects, and donors who are more visual.

DVDs

DVD case statements are powerful fundraising tools. They have the ability to
engage prospective donors in the cause. Indeed, no other presentation strategy has
the ability to bring about the conversion process as quickly. Upon viewing a well-
produced video case statement, many prospective donors readily embrace the
organization.

Before producing a video case statement, write your case for support. Some
language from the case for support may be used as part of the narration for the
video case statement. Often the main themes used in the written material can be
presented as attractive visual images in the video case statement.

The steps for producing the video case statement are as follows:

1. Decide on the communication goals for the video case statement.

2. Decide on the audience for the video case statement.

3. Determine the length—usually six to nine minutes is sufficient, though a
shorter video is ideal for posting online and maximizing viewership.

4. Determine a few key messages.
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5. Describe possible images or interviews that might correspond to each key
message.

6. Outline a sample script, run sheet, or both (see Exhibit 4.1).

7. Determine the budget. While you can produce this in-house rather
inexpensively using a mobile device, you may want a more professional
product and can seek to engage a videographer from a local TV station, a
university communications department, or other source to donate all or
part of the work.

8. Allow the videographer and copywriter great flexibility in shaping the
video case statement. They know their business best. However, work
closely with them to ensure that the main points of the case for support
come through clearly and powerfully.

EXHIBIT 4.1 NO T E S F O R D VD CA S E S T A T EM EN T

XYZ Homeless Shelter

Preliminary Notes for DVD Case Statement

Goals of the DVD:

• Indicate to the donor public why the XYZ Homeless Shelter deserves their financial support.
• Create an emotional bond with major donors.
• Let prospective donors understand the need for the Homeless Shelter’s capital campaign.
• Tell prospective donors how the capital project will help the shelter address long-term

solutions to homelessness.

Audience:

• Affluent individuals
• Corporate and foundation leaders
• Church leaders: pastors and mission committees

Maximum Length:

Seven minutes, with an additional two-minute summary video

Key Messages:

Homeless people have needs—like you and me.

Potential Images and Interviews:

• Food line—80,000 meals served out of a small kitchen.
• Sleeping facilities.
• Medical room.
• Clothing room—show how small it is.

Education is needed. Our goal is to help the people who come to us resolve the root causes of their
homelessness. We strive to establish each person in a permanent job.

(Continued )
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EXHIBIT 4.1 ( C ON T I NU E D )

Potential Images and Interviews:

• Learning center.
• Interview one of the men using a computer.

A spiritual component is also needed.

Potential Images and Interviews:

• Service—show face of someone in a chapel service.
• Interview the director of the XYZ Homeless Shelter’s education program.

Day services and facilities are needed.

Potential Images and Interviews:

• Show executive director walking around new building.
• Executive director or board president—show crowded current facilities.
• Show blueprints and architectural drawings.
• State what day services will be offered.
• Show line outside—state how the reception area in the renovated building will help the

neighborhood and help the men get into the warm building sooner.

Request for support.

Potential Images and Interviews:

• Any relevant uplifting finale.
• Board president: “Your contribution constitutes an investment—an investment in the XYZ

Homeless Shelter’s ability to serve those most in need. In each lifetime, few opportunities
present themselves where we can truly make a significant difference in the lives of others. Now
is one of those times. Your investment today can help restore broken lives—now and for
generations to come.”

Sample Script Outline

Length Scene

20 seconds Titles/music opening: scenes of homelessness, lines forming outside, street people,
and so on.

40 seconds Scenes of homelessness continue as narrator begins: “The homeless have the same
needs you and I do . . . . ” State the problem: “We know the enormity of the
problem.”

2 minutes Scenes of shelter services: food, clothing, sleeping facilities. Show current
programs; stress the tight space.

More is needed: education (interview concerning the Learning Center); day support
services and a strong spiritual grounding.

2 minutes Capital project explained: blueprints, walk around building (selected shots).

1 minute Expanded services needed: Stress spiritual component and expanded hope; mention
new chapel.

30 seconds–
1 minute

Appeal for support: “Your gift and support is an investment . . .” followed by
uplifting and/or celestial closing shot.
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( C ON T I NU E D )

Notes to the DVD Producer

• DVD case statements work well when the producer/director is given broad leeway to create an
artistic work.

• One narrator works well. However, some interviews or testimonials may be useful.
• “Talking heads” tend to become boring if the segment is too long. It is far better to state the

message with pictures and dramatic shots. Example: A scene with a homeless person learning
to use a computer is more powerful than a person saying “We teach computer skills.”

• Go for emotion.
• Music used well is a must.

Whenever an opportunity to view a DVD case for support arises, do so. The
more videos watched, the more ideas will be available for your organization’s case
statement.

If video case statements seem too expensive and too time consuming, consider
the following story.

A development officer was working for the homeless shelter that produced a
video very much like the one just described. She called six times to meet with a
potential supporter. Six times the supporter failed to return her call. The
development officer then called a seventh time—with a difference. This
time she told the prospect’s secretary a bit about the homeless shelter, mentioned
that the prospect had been supportive in the past, and promised that the meeting
would not take more than 15 minutes. The prospective supporter called back
and made the appointment.

When the visit took place, the development officer and the board president
arrived with a video case for support. In this situation, the development officer
and board president used the brief meeting to introduce themselves and
summarize the case for support, and left the video case statement.

The next morning the supporter called and made a $75,000 pledge.

Considering that the prospect manifested great resistance to the solicitation
process, as evidenced by his reluctance to return phone calls, a remarkable
conversion must have taken place. In all probability, such a dramatic turnaround
was due to the power of the video case for support.

Group Presentation Techniques

Group presentations make it possible to present the case for support to
gatherings of potential supporters. Briefings, slide shows, overheads, flipcharts,
computer-generated presentations, participation routines, group discussions,
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structured note taking, demonstrations, and role-playing are all valuable group
techniques.

As always, begin by organizing the material. The written case for support
contains all the main points. The key to success in any verbal presentation is to
prune the material. Keep it short. Don’t go over the predetermined time limit.
Remember the cardinal rule: “Thou shalt not bore thine audience.”

Entire books and websites are written on presentation techniques. Read
several. Find ideas that work. Here are a few points to consider:

• Start with a strong introduction.

• The presentation style should sound warm and natural.

• When possible, use a variety of presentation techniques to keep the group
involved.

• Humor helps—but only when the humor is appropriate and supportive of
the main messages.

• When using a computer slide presentation, keep the text simple and
readable—mostly 24-point type and larger.

• Remain focused on a few main points.

• Edit your material. Every little point cannot—and should not—be covered.

• Conclude with a motivational ending.
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CHAPTER 5
■

Managing Information

To err is human, but to really foul things up requires a computer.

—ANONYMOUS

Many nonprofits have reaped great benefits from their dedicated fund-
raising software. Some have purchased a powerful software package but

have yet to unleash its power. Others have purchased software that simply does
not work well. Still others have yet to invest in fundraising software, getting by
with a spreadsheet or simple proprietary database.

Unless a group is a very small grassroots organization, it is foolish to enter into a
fundraising effort without dedicated fundraising software. A sophisticated infor­
mation system with managerial buy-in is central to the success of any resource
development program. And with higher-powered computers at a lower cost and
more options for affordable software, even the smallest organizations should
computerize their fundraising efforts.

All can gain by better understanding the power of a properly functioning
information system. Too often, development personnel view the information
system as little more than a glorified mail list. They simply have not thought
through the strategic uses of the fundraising information system.

In reality, the system should help development professionals identify, cultivate,
and solicit current and prospective donors. The system should support and
simplify many fundraising strategies. It should provide valuable scorekeeping,
attention-directing, and problem-solving reports.

Dedicated fundraising software facilitates the development function infiveways:

1. Record keeping

2. Direct support of fundraising strategies

3. Acknowledgments

4. Reports

5. Targeted communications
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Record Keeping

Accurate and complete records are at the heart of any successful development
program. A well-designed software package will permit users to easily record and
retrieve the following information: names, addresses, email addresses, and phone
numbers of current, past, and prospective donors; a history of every donation,
indicating the amount of the contribution, the solicitation method, and any gift
restrictions; the form of the contribution (cash, stock, in-kind, or other); a history
of pledges and pledge payments; comments vital information concerning the
prospective donor; volunteer solicitor assignments; deadlines and contact dates;
memorial and honorary giving; and any other helpful information that gives
insight into the prospect’s interests and relationship to the organization.

Supporting Fundraising Strategies

Dedicated fundraising software directly supports resource development efforts in
a number of ways. Today’s consumers expect direct mail and email campaigns to
be personalized to their interests and actions, and this would be impossible
without data manipulation capabilities and powerful databases.

But stop and think a minute about all the other ways software can help raise
more money. Here are some examples:

• Fundraising software helps users track who was invited and who came to
each cultivation activity. The software also allows you to track volunteer
solicitor assignments. This information is crucial to major gift and personal
solicitation programs.

• Fundraising software allows users to print phone-a-thon forms complete
with donor history and other information useful to the caller.

• A flexible software program will allow users to support special events by
selecting the best prospects, accounting for ticket sales, and even tracking
seating assignments.

• Software can help track important grant deadlines and other information
vital to the grantsmanship program.

• Nonprofits with membership drives use their software to track membership
categories and renewal information. As important, the software simplifies
the entire renewal and upgrading process.

• Annual and capital campaigns are strengthened when lists are segmented.
The aim is to match the approach and message to each constituency. For
example, the broad base of modest givers may be approached through mail
and phone; potential pacesetting donors could be approached through a
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personal solicitation program. Similarly, the message can be tailored to each
group.

• As mentioned, dedicated fundraising software is at the heart of any
sophisticated mail or email direct response program. Data-merge capabili­
ties, segmentation, personalization, testing, tracking, and analysis are needed
to refine and improve the direct mail fundraising program.

Acknowledgments

The data-merge capabilities of a flexible software program make it possible to
automate and highly personalize acknowledgments.

Some development professionals are reluctant to automate the acknowledg­
ment process. They fear that the thank-you letters will sound too institutional or
general. Of course, as the volume of gifts received increases, it becomes more
difficult to write individual notes to all contributors. So, what can be done?

The answer is to compose a series of thank-you letters. Some examples
include: the thank-you letter to modest donors; the “Thank you for your
very generous contribution of $_” letter to donors of $1,000 or more; the
“Your contribution combined with your service as a member of our board
represents a unique level of commitment” letter to board contributors; the
“Thanks for your generous pledge” letter; the in-kind gift thank-you letter; the
sponsorship thank-you letter; the letter written to donors who contributed to a
special project appeal or contributed at an event; and a host of other highly
personalized letters in response to the organization’s unique circumstances.

Various offices handle this automated personalization differently. Some have a
development officer assign a thank-you code to each major gift received. The
data enterer or person responsible for acknowledgments then uses the dedicated
fundraising software and word processing software to ensure that each contribu­
tor receives the appropriate letter. Others have thank-you codes preassigned to
various events and activities; these codes automatically assign the appropriate
thank-you letter. Frequently, the reply mechanism for any mail that is sent out
includes a code or has a scannable bar code that automatically generates the
correct thank-you letter.

If the volume of gifts received is not too daunting, the thank-you letters should
be hand-signed and perhaps further personalized with a note handwritten at the
bottom of the letter. Even if your volume is significant, a best practice is to include
a personalized note on any larger donations, and as much as possible on
acknowledgments of first-time donations to help deepen the donor’s relationship
with the organization.
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At any rate, the system should allow a thank-you letter to be sent within 48
hours of receiving the contribution. No thank-you letter should languish on
anyone’s desk because that will quickly erode confidence of your supporters and
can lead to donor attrition. Dedicated fundraising software is integral to a system
that ensures the personalization and timeliness of every thank-you letter.

Reports

Dedicated fundraising software comes with many standard reports. The best
programs also make it easy for development staff to create their own reports.
Fundraising reports can be grouped in three main categories: scorekeeping,
attention directing, and problem solving. As many reports serve more than one
purpose, these distinctions are not always clear. But all these reports can support
your fundraising strategies.

Scorekeeping Reports

Scorekeeping reports tell howmuch has been donated. These reports also let users
count the number of donors who support the organization.

Scorekeeping reports (see Exhibit 5.1) can be generated for any time period.
Most development professionals like to track fiscal year-to-date contributions.
The reports also can be subdivided in a number of ways. For example, score-
keeping reports indicate how many individuals, businesses, foundations, govern­
ment agencies, churches, and associations have supported the institution, as well
as how much was contributed by each of these types of donors. Scorekeeping
reports can show how many donors increased their donations and how much
more they contributed. They also track howmany donors contributed more than
once each year and the total number of gifts received. In addition, scorekeeping
reports enable users to track renewal rates to determine whether efforts to
upgrade donors are successful and to indicate howmany new donors are attracted
each year and how much they donate.

These scorekeeping reports should be generated, reviewed, and filed on a
regular and timely basis.

Attention-Directing Reports

Attention-directing reports help users focus on opportunities. For example, a
report can reveal the prime prospects who have yet to be assigned a volunteer
solicitor. (For this to work, development staff and key volunteers identify prime
prospects. A computer code is then entered into the prospect’s record, indicating
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EXHIBIT 5.1 I N C OM E ANA L Y S I S X Y Z NON PRO F I T O R GAN I Z A T I ON

Revenue between: Feb 1 2016 and Jun 30 2016

Non $ Fund Avg.
Fund ID Fund Name Fund Description Donor Count $ Resp. Resp. Count Gift Total

1 Wilkerson Banquet 2016 Dinner 13 15 1 16 $1,440.63 $23,050.00
1234-77 Conservation Fund Conservation Project 5 5 0 5 $220.00 $1,100.00
12345-7777 Nonrestricted General General Donation 48 13 49 62 $31.45 $1,950.00
5 General General Donation 1,887 64 1,875 1,942 $9.50 $18,454.00
EVENT Event Event 6 41 0 41 $15.00 $615.00
GIK Gift in Kind Fund Gift in Kind Fund 2 2 0 2 $2,250.00 $4,500.00
Missions Missions Fund Mission 4 4 0 4 $875.00 $3,500.00
Stock Stock gift Stock 1 1 0 1 $1,500.00 $1,500.00

Total: 1,968 145 1,927 2,075 $26.35 $54,669.00

Copyright  Bernard Data Solutions. All rights reserved.
Source: Used with permission from Bernard Data Solutions, www.BernardSolutions.com.
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that he or she has the capability to make a major gift. Later, when volunteer
solicitors assume responsibility for making the visit, these volunteer assignments
also are entered into the system. After these steps have been taken, it is a simple
matter to generate a report showing which prime prospects do not have a
solicitor.)

Other examples include cash-flow projection reports (see Exhibit 5.2), reve­
nue reports by a major gift officer that compare actual income to projected
income from major donors (see Exhibit 5.3), and follow-up date reports that
focus attention on key deadlines and contact dates (see Exhibit 5.4).

Problem-Solving Reports

Problem-solving reports help the development staff make better decisions. Every
fundraising manager should regularly review a report that provides a solicitation
analysis of fundraising methods. (See Exhibit 5.5.) Such a report indicates the
amount spent on each component of the fundraising program—mailings, email
campaigns, special events, phone campaigns, and other strategies. The report also
shows the total funds raised by each method, the corresponding response rate, and
other statistics. This information is crucial to the evaluation of the fundraising
program. Such analysis encourages development staff to eliminate low-payoff
activities or find ways to make them more cost-effective, and put more of their
focus on high-payoff endeavors.

Targeted Communications

Most nonprofits have the ability to generate personalized letters. However, this is
most powerful when you integrate thoughtful marketing practices into your
development programs.

Sophisticated software allows the segmentation of lists in a seemingly infinite
variety of ways. Rather than limiting fundraising programs to mass-mail cam­
paigns, more personal contact can focus on projects the donor has shown an
interest in and a greater number of highly personalized communications can be
encouraged. For example, gracious follow-up letters can be written to the 20 or
30 people who came to recent cultivation activities. Letters can be sent to people
when their last gift was a year ago, encouraging them to renew their support.
Emails or letters can congratulate donors on milestones in their giving—either
based on longevity of support or the cumulative total they have donated.
Personalized letters can be written to civic leaders to begin to establish a
relationship with them. Alternatively, you might consider helping a board
member send personalized fundraising letters to the 25 or so friends and
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EXHIBIT 5.2 C A SH - F L OW P RO J E C T I O N R E P O R T

Appeal Performance Analysis

Appeal ID/Name: CMG16 Date: 12/15/16

Quantity Mailed: 5,338 Total Cost: $5,284.62 Revenue: $27,956.25
Gift Responses: 281 Ack. Costs: $219.18 Average Gift: $98.79
Percent of Response: 5.26% Shipment Costs: $0.00 Average Gift (of Gift Resp): $99.49
Non Gift Responses: 2 Handling Costs: $0.00 Profit/Loss: $22,671.63
Total Response: 283 Tax Costs: $0.00 P/L (inc. Ack and Ful Costs): $22,425.45
Date Mailed: 06/10/2016 Fulfillment Costs: $27.00 GPPM: $5.24
First Response Date: 06/29/2016 Total With Ack. and Fulfillment Costs: $5,530.80 NPPM: $80.68
Last Date Posted: 12/06/2016 CPPM: $0.99
Date Appeal Closed:

Package Summary:

Package Description Quantity Mailed Gift Responses % of Responses Revenue Total Cost Profit/Loss

Silver Trim Letter 4,315 157 55.87% $0.00 $258.80 �$258.80
Gold Trim Letter 1,023 124 44.13% $0.00 $263.20 �$263.20

Monthly Giving Summary:

Month Gifts % of Total Gifts Revenue % of Total Revenue Avg Gift Total Responses

Jun 2016 12 4% $2,158.00 0.00% $179.83 12
Jul 2016 116 41% $13,147.25 0.00% $113.34 128
Aug 2016 54 19% $4,813.00 12.77% $89.13 182
Sep 2016 35 12% $2,751.50 0.00% $78.61 217
Oct 2016 19 7% $2,089.00 0.00% $109.95 236
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Nov 2016 14 5% $1,368.00 0.00% $97.71 250
Dec 2016 31 11% $1,629.50 0.00% $52.56 281
Jan 2017 0 0% $0.00 0.00% $0.00 281
Feb 2017 0 0% $0.00 0.00% $0.00 281
Mar 2017 0 0% $0.00 0.00% $0.00 281
Apr 2017 0 0% $0.00 0.00% $0.00 281
May 2017 0 0% $0.00 0.00% $0.00 281

Dollar Range Summary:

EXHIBIT 5.2 ( C ON T I NU E D )

Dollar Range Gifts % of Total Gifts Revenue

Negative Transactions 0 0% $0.00
$0.01–$9.99 2 1% $16.00
$10.00–$14.99 7 2% $71.75
$15.00–$19.99 29 10% $449.50
$20.00–$24.99 24 9% $516.00
$25.00–$34.99 21 7% $645.75
$35.00–$49.99 36 13% $1,355.76
$50.00–$74.99 37 13% $1,896.25
$75.00–$99.99 44 16% $3,344.00
$100.00–$249.99 36 13% $3,636.00
$250.00–$499.99 28 10% $7,009.24
$500.00–$999.99 16 6% $8,016.00
$1000.00 + 1 0% $1,000.00

Copyright  Bernard Data Solutions. All rights reserved.
Source: Used with permission from Bernard Data Solutions, www.BernardSolutions.com.
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EXHIBIT 5.3 MA JOR G I F T O F F I C E R R E V ENU E GOA L

Carlos Guerrero
MGO: Total % of Cumulative Cumulative Cumulative Cumulative %
Description Revenue Goal Difference Difference Revenue Budget Difference Difference

MGO Total: $136,500.00 $130,000.00 $6,500.00 5.00%
2016-01 $12,000.00 $14,000.00 �$2,000.00 0.00% $12,000.00 $14,000.00 �$2,000.00 �14%
2016-02 $10,000.00 $10,000.00 $0.00 166.67% $22,000.00 $24,000.00 �$2,000.00 �8%
2016-03 $11,000.00 $12,000.00 �$1,000.00 0.00% $33,000.00 $36,000.00 �$3,000.00 �8%
2016-04 $7,000.00 $7,000.00 $0.00 5000.00% $40,000.00 $43,000.00 �$3,000.00 �7%
2016-05 $6,000.00 $5,000.00 $1,000.00 435.00% $46,000.00 $48,000.00 �$2,000.00 �4%
2016-06 $8,000.00 $6,000.00 $2,000.00 0.00% $54,000.00 $54,000.00 $0.00 0%
2016-07 $7,500.00 $8,000.00 �$500.00 9.00% $61,500.00 $62,000.00 �$500.00 �1%
2016-08 $5,000.00 $5,000.00 $0.00 124.00% $66,500.00 $67,000.00 �$500.00 �1%
2016-09 $10,000.00 $10,000.00 $0.00 0.00% $76,500.00 $77,000.00 �$500.00 �1%
2016-10 $14,000.00 $15,000.00 �$1,000.00 0.00% $90,500.00 $92,000.00 �$1,500.00 �2%
2016-11 $21,000.00 $18,000.00 $3,000.00 0.00% $111,500.00 $110,000.00 $1,500.00 1%
2016-12 $25,000.00 $20,000.00 $5,000.00 0.00% $136,500.00 $130,000.00 $6,500.00 5%

Copyright  Bernard Data Solutions. All rights reserved.
Source: Used with permission from Bernard Data Solutions, www.BernardSolutions.com.
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EXHIBIT 5.4 C ON T A C T MANAG EM EN T R E P O R T

Details of Partners Participating in Pledge Program

Pledge CMG Pledge Program—CMG
Pledge Period: 1x per Month

------------ Anticipated Values -----------­
Date Annual 1/1/2017 1/1/2018 1/1/2019
Pledged Pledge Lifetime Open 12/31/2017 12/31/2018 12/31/2019

Partner ID Active Start Pledge Payment Value Value (Non- Ended
Full Name Status Date Type Method Installments Total Rcvd Open Ended) Value
356400 Active 05/01/16 OpenEnded CreditCard $ 50.00 $350.00 $0.00 $600.00 $600.00 $600.00 $600.00
Carl Davis
273619 Active 09/15/16 OpenEnded EFT $ 40.00 $160.00 $0.00 $480.00 $480.00 $480.00 $480.00
Benny & Maria
Padilla
362412 Active 10/02/16 OpenEnded EFT $ 50.00 $150.00 $0.00 $600.00 $600.00 $600.00 $600.00
Arlene Quigley
128398 Active 09/17/16 OpenEnded CreditCard $ 25.00 $100.00 $0.00 $300.00 $300.00 $300.00 $300.00
David Palinski
102548 Active 04/20/16 OpenEnded EFT $ 15.00 $0.00 $0.00 $180.00 $180.00 $180.00 $180.00
Jon Baxter
270604 Active 09/15/16 OpenEnded CreditCard $ 30.00 $120.00 $0.00 $360.00 $360.00 $360.00 $360.00
Han Jin and
Sophie Nguyen
795489 Active 11/01/16 OpenEnded CreditCard $ 40.00 $80.00 $0.00 $480.00 $480.00 $480.00 $480.00

70



C05 02/06/2017 21:35:26 Page 71

Martin Kim
719319 Active 10/23/16 OpenEnded EFT $ 50.00 $150.00 $0.00 $600.00 $600.00 $600.00 $600.00
Wes and Gina
Payne
312583 Active 06/18/16 OpenEnded EFT $ 10.00 $70.00 $0.00 $120.00 $120.00 $120.00 $120.00
Martin Liggett
503611 Active 07/31/16 OpenEnded CreditCard $ 20.00 $120.00 $0.00 $240.00 $240.00 $240.00 $240.00
Suzanne Smith
Totals: Pledge Period: 1x per Partner Count 10 $1,300.00 $0.00 $3,960.00 $3,960.00 $3,960.00 $3,960.00

Month
CMG Pledge Program—CMG

Copyright  Bernard Data Solutions. All rights reserved.
Source: Used with permission from Bernard Data Solutions, www.BernardSolutions.com.
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EXHIBIT 5.5 S O L I C I T A T I O N ANA L Y S I S

Appeal Performance Analysis
Date Range: 01/01/16–01/01/17

Cost

Appeal ID Appeal Name Mail Date
Qty
Mailed

#
Donors

Total $
Donated

Total
Cost

Profit/
(Loss)

%Resp
Donors

Avg.
Gift

Per
Piece

Gross/
Letter

Net/
Letter ROI

0116DM Annual Renewal 1/10/16 11,426 1,013 $81,500 $11,197 $70,303 8.87% $80.45 $0.98 $7.13 $6.15 7.28
0216EA Annual Renewal 2/4/16 6,451 512 $36,125 $5,612 $30,513 7.94% $70.56 $0.87 $5.60 $4.73 6.44

Follow-Up
0416NL Spring Newsletter 4/1/16 14,252 543 $39,850 $11,259 $28,591 3.81% $73.39 $0.79 $2.80 $2.01 3.54
0616EA Summer eAppeal 6/2/16 6,721 102 $5,760 $1,000 $4,760 1.52% $56.47 $0.15 $0.86 $0.71 5.76
0916DM Back-to-School 9/3/16 10,102 437 $23,400 $9,900 $13,500 4.33% $53.55 $0.98 $2.32 $1.34 2.36

Mailing
0916DMFU Back-to-School 9/24/16 5,764 136 $5,700 $5,130 $570 2.36% $41.91 $0.89 $0.99 $0.10 1.11

Follow-Up Mailing
1016NL Fall Newsletter 10/15/16 14,726 721 $34,625 $11,634 $22,991 4.90% $48.02 $0.79 $2.35 $1.56 2.98
1116DM Year-End Appeal 1 11/10/16 11,527 325 $42,535 $11,296 $31,239 2.82% $130.88 $0.98 $3.69 $2.71 3.77
1116EA Year-End eAppeal 1 11/21/16 7,029 215 $14,500 $1,000 $13,500 3.06% $67.44 $0.14 $2.06 $1.92 14.50
1116GTEA Giving Tuesday 11/29/16 7,346 118 $6,200 $1,000 $5,200 1.61% $52.54 $0.14 $0.84 $0.71 6.20

eAppeal
1216DM Year-End Appeal 2 12/1/16 4,213 419 $52,580 $4,129 $48,451 9.95% $125.49 $0.98 $12.48 $11.50 12.74
1216EA Year-End eAppeal 2 12/15/16 6,425 511 $47,825 $1,000 $46,825 7.95% $93.59 $0.16 $7.44 $7.29 47.83
1216EA2 Year-End eAppeal 3 12/29/16 7,031 421 $30,215 $1,000 $29,215 5.99% $71.77 $0.14 $4.30 $4.16 30.22

Grand 113,013 5,473 $420,815 $75,158 $345,657 4.84% $76.89 $0.67 $3.72 $3.06 5.60
Total:

Copyright  Bernard Data Solutions. All rights reserved.
Source: Used with permission from Bernard Data Solutions, www.BernardSolutions.com.
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professional contacts he does not have time to visit personally but who have
potential to donate. Many experienced fundraising professionals and volunteers
review “top donor” lists of supporters who gave during the same month last year.
They use these lists and contact information to stay in personal touch with top
donors and to renew their support. In summary, fundraising software offers
endless possibilities for targeted communications.

The System

Whether fundraising professionals are contemplating a software purchase or lease,
or seeking to unleash the power of their current system, an examination of
fundraising strategies is crucial to their success. A well-designed fundraising
system can support and enhance a comprehensive approach to resource
development.

Simply put, decide how you wish to raise funds, then obtain software and
design your system to support the most cost-effective means of achieving
your goals.

Perhaps it might be helpful to see where you are before you decide where you
are going. Where do you fit in the categories below?

• Ad hoc record keeping (some combination of multiple mail lists in word
processing programs, one or more separate database files or spreadsheets,
handwritten notes, and the memory of staffers and key volunteers, etc.).

• Reliance on a general-purpose database program (frequently programmed
by someone with little understanding of fundraising; frequently time
consuming and requiring constant maintenance and programming to obtain
the data needed for decision making).

• Purchase of dedicated fundraising software, but with little oversight or
management buy-in. (The powerful tool has become little more than a mail
list, especially if there is no managerial commitment to ongoing training in
implementing the software.)

• In-house record keeping combined with contracted outside record-keeping
services. (This model is used most often by those who rely heavily on a
mail house service provider. When done well, the service provider is
capable of providing valuable reports and analysis. However, this somewhat
fragmented approach does not maximize the fundraising potential and may
leave you without actionable data if you change service providers.)

• Purchase of dedicated fundraising software with managerial oversight and
buy-in, and a budget for continual training and procedure documentation
(the best of all worlds).
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When a nonprofit organization purchases dedicated fundraising software and
the development staff is trained and able to use the full powers of the system, the
software then becomes a powerful tool that can help dramatically increase
contributed income.

In summary, management buy-in is crucial to a strategic approach to infor­
mation management. Development directors, senior staff, and key volunteers are
reminded to “inspect what you expect.” Monitor the accuracy of data entry.
Review the reports and make decisions based on the data they provide. Avoid
duplicate accounts. Use the full power of the system.

Establishing the Information System

It is helpful to think of an institution’s dedicated fundraising software as its main
communication tool. Rather than using the system exclusively to track donor
information, staff can enter names, addresses, phone numbers, email addresses,
and other crucial information pertaining to prospects, volunteers, and other
constituencies. Your goal is to avoid maintaining multiple mailing lists so all your
important data are integrated in one system.

By keeping all donor and prospect information on one database, the
development staff can communicate more easily with potential supporters.
In fact, all communication becomes simpler. When staff members update
information in a record, they will not have to search out the same name
and make the identical update in numerous other databases, and you will not
need to run multiple reports to get all the information you desire for decision
making.

With the proliferation of computers on every desk and in many pockets or
purses, many people within an organization have the ability to maintain their own
data files. Therefore, it is critical for the organization to have policies and
procedures to require that data are only to be entered into the master system,
or that people maintaining separate files must regularly transfer their separate files
into the master database. The complete donor database can be segmented, and
volunteers or staff can receive access to any desired grouping for which they have
authorization.

With these thoughts in mind, the first step in establishing or refining the
record-keeping system is to identify all the sources of names and addresses
available, keeping track of the sources of all names and lists. As these names are
entered or transferred into the fundraising software system, source codes that
identify each record’s relationship to the organization also are entered.

Next, decide whether the system needs enhancement using current fund-
raising software or by purchase of a new software package.



C05 02/06/2017 21:35:26 Page 75

managing information 75

New Database Purchase

Follow these steps when deciding which fundraising database software to
purchase:

1.	 Determine what fundraising strategies are most likely to be employed.
Remember that we recommend a comprehensive approach. Plan for
future growth.

2.	 Ask: What information is tracked now? What information isn’t tracked
now but should be? What information will be tracked in the future?

3.	 Examine other development office reports. Decide which reports are
needed to manage the fundraising program.

4.	 Summarize inputs and expected outputs.

5.	 Contact a number of leading fundraising database suppliers. Examine their
demonstration versions and literature, and arrange to test drive an actual
working version of the full software system.

6.	 When evaluating dedicated fundraising database programs, look for
(a) service and support, (b) user-friendliness, (c) flexibility, (d) features,
(e) standard and custom reports, (f) available documentation, (g) on-site
and off-site training provided, and (h) price. (When examining price, also
ask about annual support contracts, training, and other expenses. Calculate
the cost to use the package over a five-year period.)

7.	 Review all selection criteria. Make your choice. Then allow adequate time
for transitions, training, setup, data conversion to the new system, and
testing. Keep in mind that setting up the new system will usually take
significantly longer than anticipated. Also, you will want to have a period
of redundancy where you operate both your old and your new system so
you are certain the new system is bug-free before you eliminate the
old system.

Procedures, Entry, and Reporting

All organizations will find it helpful to have a certified public accountant (CPA)
review their gift-handling and gift-processing procedures. Organizations should
be made as embezzlement-proof and hack-proof as possible.

An effective fundraising information system is closely linked to the record-
keeping function of the finance department. Typically, the donation data are
regularly uploaded to the finance system, and regular and periodic reconciliation
of contribution totals is standard.
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Assigning a donation to a specific solicitor or activity is challenging, as donors
might be receiving fundraising communication from the organization via numer­
ous channels. Therefore, a thoughtful process for assigning gift credit and
reporting fundraising totals must be implemented. As job performance is often
evaluated based on the total amount raised, establishing a fair process to all
concerned parties is essential.

Above all, the danger of double-counting pledges and gifts must be eliminated.
Be sure that pledge payments reduce pledge balances, and don’t allow the
entering of a gift twice to give credit to multiple solicitors or solicitation activities.

Also, think through the special issues related to sponsorships and special events.
The goal is to have each donor record complete with all giving history—regular
gifts and sponsorships. The amount each special event raised also should be tracked.
Without care, event income inadvertently can be double counted. Or the system
could show the special event income but fail to have the sponsors’ records
complete with their regular giving and their sponsorship contributions. There
is no one best way of handling this. But with thought, a record-keeping system
that accomplishes both goals can be developed. Every organization is different.
Someone in the organization simply must take the time to figure this out.

Integrity of Data

Drift in record-keeping systems can be counteracted by making some fields in the
software system required fields. One approach might be to make the gift type, gift
date, appeal code, and gift designation required fields.

No matter where an organization is in the information management process,
staff members can strengthen the database by focusing on the most important
elements of data entry. Begin by capturing the name, address, phone numbers,
and email address of each donor. This is bankable information. Next, each time a
donor makes a gift, record on his or her record the most important data points
pertaining to gift entry: (1) gift amount; (2) gift date; (3) what motivated the gift
(the appeal code); (4) how the gift is designated (or if it is undesignated); and
whether the gift is restricted (meaning it must be used for a specific activity and
cannot be reallocated to another need).

While many dedicated fundraising database systems have a standard length and
structure for the appeal code, avoid being too general when developing these
codes.M17, meaning a mail campaign in 2017, is insufficient if multiple mailings
are done throughout the year. The results of each appeal have to be tracked
separately. A system with more complete information in the coding system is
necessary. One such solution might include: MP0317 for the March 2017
prospect mailing; MD0317 for the March 2017 donor renewal mailing;
MD0517 for the May 2017 donor special appeal letter; MD0917 for the
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September 2017 donor mailing;MP1017 for the October 2017 prospect mailing;
and MD1117 for the November 2017 year-end appeal to donors. As such user-
defined codes are created, be sure to enter the explanation, description, or
translation of the codes in the utilities database or other appropriate place in the
fundraising software system.

Periodically clean up your database. Routine maintenance should identify and
merge duplicate records. Encourage users to regularly recommend improvements
to statistical and donor reports. Make any corrections or improvements that are
merited. Look for ways of improving the system and its output in order to prevent
mistakes and make it a more robust tool for your fundraising.

Most fundraising software systems allow for the creation of user-defined codes.
User-defined codesmay include (but are not limited to) solicitationmethod, general
ledger code (use of funds), donor type, contact preferences, and source of donation.
Such fields aremeant to containmutually exclusive categories. For example, the type
field allows users to classify donors and prospects as individuals, businesses or
corporations, foundations, government agencies, churches, associations, or other
classifications. The type field usually uses something similar to the following coding
system: A = Association; B = Business or Corporation; C = Church, Synagogue,
Mosque, or other House ofWorship; E= Educational Institution; F= Foundation;
G = Government Agency; I = individual; S = Service Club.

Problems arise when data processors make up their own codes. If the system
allows this to be done without entering the definition in the fundraising software
system, the result can be lots of codes that no one can interpret. For this reason,
adding codes to the database should only be allowed by persons with specific
security clearance. Allowing constant adding of codeswithout regard for themaster
system will result in an inability to retrieve actionable data from the donor system.

When checking the integrity of an information system, users must check to see
that the names of contact persons are listed in records for organizations and
businesses. It is not enough to have XYZ Corporation entered in a system. The
name of the CEO or other manager responsible for corporate donations must also
be in the record. Remember the old principle: people give to people. To
communicate with real decision makers, ensure that records are complete with
contact names.

File Systems and Procedures

Establish a logical filing system—hard copy, electronic, or both—to further
enhance the power of the dedicated fundraising software:

• File periodic standard reports.

• Establish appropriate hard-copy files of major individual, corporate, and
foundation donors. Remember that these reports often contain confidential
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data, so a policy for document handling and destruction must be established
and enforced.

• File final reports of every major fundraising activity (special events, mail
campaigns, special appeals, etc.).

• Establish electronic “tickler” systems with reminders that ensure that no
deadline is missed.

Given the need for data confidentiality and protecting your donor information
so it cannot be used for identity theft or other illegal activities, hard copies of
reports should be kept to a minimum, and those should be securely maintained.
Security measures must be in place to prevent someone from quickly copying
your donor information and walking out with it on a flash drive or a mobile
device. Your goal is to enable authorized personnel to extract the information
they need quickly—without ever compromising the security of the data.

Remember, donor contact information, giving history, and relationship
activities are among a nonprofit organization’s most important assets. So, have
strong policies that are practiced for data security, data destruction, and data
backup and continually monitor that the policies are being enforced.
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CHAPTER 6
■

Prospect Identification,
Research, and Segmentation

Different strokes for different folks.

—ANONYMOUS

Earlier we discussed the importance of a strong case for support. We then
established an information system to record the key information about our

donors and prospective donors. Now would be a good time to step back and
figure out who is most likely to support our cause.

Ultimately, fundraising professionals will want to adopt a highly personalized
approach. When they write, their letters should sound as if the appeals are written
from one person to another—not to a group of supporters. When they put
together presentation materials for face-to-face visits, they personalize the case for
support to the individual interests of the prospective supporter and create a
custom presentation.

However, before they can get to these highly personalized approaches,
development professionals must put together a master list that identifies all
potential supporters. Most often, nonprofit organizations can seek support
from the following broad classifications of donors:

• Individuals

• Businesses/corporations

• Foundations

• Government agencies

• Associations (professional associations and unions)

• Service clubs (Rotary, Kiwanis, Lions, etc.)

• Churches, synagogues, and other houses of worship
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(Remember the “type” code in the previous chapter? These are common
classifications to code and enter into the type field in your fundraising software.)

Now that the broad classifications and markets have been considered, attention
can be turned to the task of identifying those most likely to support the
organization.

The Best Prospects

Board members and other key volunteers can help identify prospects and
important contacts. The best prospects will vary from organization to organiza­
tion, but most nonprofits find success in garnering support from constituents,
board members, staff, current and lapsed donors, vendors, people generous to
similar organizations, and affluent peers of organization members.

Constituents

Universities look to support from their alumni. Hospitals seek support from former
patients. Symphonies raise funds from season subscribers. Churches raise funds
from members of the congregation. Wildlife refuges receive donations from
conservationists. Every nonprofit organization should prioritize recording the
names, addresses, email addresses and phone numbers of their prime constituents—
the people who use their services.

Perhaps the only nonprofit organizations that cannot rely on financial support
from their constituents are social service agencies that serve the poor.

Current and Former Board Members

The people who make policy and guide the nonprofit organization are often the
organization’s best supporters. Chapter 1 stresses that those closest to the
organization must set the pace. Nonprofit organizations find it helpful to stress
the importance of this maxim. Gracious ways of encouraging current and former
board members to give generously are discussed in Chapter 8.

Key Volunteers

People who volunteer for the organization are involved. This involvement gives
volunteers an in-depth understanding of the nonprofit’s services. The volunteers
often know the most moving stories about the people the organization serves.
Research shows that people who volunteer are often among an organization’s
best financial supporters.
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Some volunteers view financial contributions as a natural extension of their
commitment to an organization. Others feel that their volunteer time is as much
as they can afford to donate. The job of those responsible for fundraising is to
encourage contributions from volunteers—but never make anyone feel
uncomfortable if they cannot contribute.

Staff

Please don’t overlook staff members as potential contributors. All staff members
are familiar with the organization’s services and programs. All staff members, by
definition, are employed. The best prospects are people who are familiar with a
nonprofit’s services and have the capacity to make a financial contribution. Staff
members meet the most fundamental criteria for consideration as prospects.

Staff contributions are among the most important contributions that can be
received. Board members and other contributors are impressed when they
become aware of generous staff contributions. Such donations bolster confidence
in the philanthropic community. Donors know that if the staff is generous, the
organization has inspired confidence in those most likely to know its weaknesses
and strengths on an intimate basis.

Still, staff solicitations must be approached with sensitivity. As with volunteers,
staff members must be comfortable with their decision to donate . . . or not to
donate.

Current Donors

The most likely future supporters are current donors. One myth about fund-
raising is, “We can’t keep going back to the same people.” Fundraisers would be
foolish to follow this advice. Professionals don’t want to solicit the donor so
frequently as to upset him or her. But donors who believe in the cause expect to
be asked for contributions more often than once a year. Most organizations tend
to ask too few times, not too often.

Lapsed Donors

A donor who supported an organization in the past but has not contributed
recently—generally a period between 12 to 24 months, depending on the
organization’s definition—is considered a lapsed donor. Fundraising professionals
have found that a percentage of these lapsed donors can be persuaded to donate
again. A thoughtful and highly personalized approach helps. Phone solicitations
combined with email and mail appeals often work well. To be effective,
development professionals will want to restate the case for support and handle
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any objections that might come up. Most of all, they can let the supporter know
that his or her past contributions made a big difference, and the people served by
the organization miss that support and involvement.

Vendors

Businesses that sell goods and services to nonprofit organizations often donate
when asked, especially if there is an event sponsorship opportunity that can result
in positive marketing for their products.

Those Generous to Similar Organizations

A generous sponsor of one arts organization is often a good prospect for other arts
institutions to approach. Likewise, people who support one environmental
organization are frequently supporters of many other such causes.

Successful fundraisers find the names of generous philanthropists in their
communities through program books from cultural institutions, hospital annual
reports, university publications, and on the walls of churches, libraries, hospitals,
museums, and private schools. Donor lists are easy to come by. Addresses, email
addresses, and phone numbers take more work. However, dedicated volunteers
often can find information readily available online. As important, many board
members have the names, addresses, and phone numbers needed on their
personal contact lists.

Fundraisers should take the time to discover information about people
generous to similar organizations and add that information to the fundraising
software system. Record any information about their giving history to other
organizations. Find someone in the organization who knows the new prospect.
Proactively nurture relationships with these potential supporters.

Affluent Individuals with Whom Someone in the Organization
Has a Peer Relationship

When the subject of potential pacesetting donors comes up, volunteers often
think about the wealthiest people they have ever heard of. Knowledge that
someone is wealthy might be meaningless. The aim is to identify and nurture
relationships with affluent people who might be expected to support the
organization. As mentioned, the prospect’s rationale for supporting a specific
organization might be an interest in similar causes. Other times, the rationale for
supporting an organization is merely a close relationship with a board member or
major supporter.
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People give to people. A variation of this point is to remember that a wealthy
person might be a suspect at best. That person does not become a prospect until
someone close to the organization with a peer relationship with the philanthropist
is identified. Equally important, the person close to the organization must be
willing to make the introduction.

Prospect Research

Some mature nonprofit institutions have a sophisticated prospect research office.
Some small/emerging nonprofit organizations have only one staff member to do
everything, including service delivery, fundraising, public relations, and general
administration. Whether the organization is a grassroots agency or a large
institution, those who wish to raise money must focus on four key areas of
prospect research:

1.	 The prospective supporter’s relationship to the organization

2.	 The prospect’s interests and hobbies, especially as they relate to the
organization

3.	 Networking—who in the organization is close to the prospect

4.	 Capability—net worth, ability to donate, and challenging contribution
amounts to request

At the early stages of prospect research, fundraising professionals should
identify as large a prospect pool as possible, capturing and recording the name
of everyone who has a direct or indirect relationship to the organization. Board
members and other key community leaders must be debriefed and asked whom
to include on the master list of people to keep informed about the organization.

As the master list is compiled, remember to get the names of decision makers
at the corporations and foundations you wish to approach. To be effective, the
fundraising database should include names of key contacts. People make
decisions. No one succeeds in raising funds from General Motors by standing
outside corporate headquarters, yelling, “Hey, General Motors, please make a
contribution to this worthwhile cause.” Thus, fundraising databases must
contain contact names.

As fundraisers develop more information about potential supporters, they
segment the list based on capacity to give. As stated earlier, donors who already
have given at generous levels are the organization’s best prospects. But segmen­
tation is not based on giving history alone. A key aim is to identify wealthy people
who have a relationship to your organization. This is often done using wealth
screening software or a data append.
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Next, the list must be divided into potential giving levels. Prospects have vastly
differing giving capacities. More research time should be spent on those
prospective donors at the very top levels—the major gift prospects.

Every organization has its own definition of a major gift. The institution with a
$60 million goal might consider contributions of $1 million or more to be major
gifts. The nonprofit agency with a $100,000 fundraising goal might consider any
donation of $1,000 or more to be a major gift. In general, fundraisers consider any
gift of 1 to 1.5 percent of the goal to be a major gift.

It is especially important for small nonprofit organizations to develop cost-
effective prospect research methods. Larger institutions can afford personnel
dedicated to prospect research because the stakes are so high. Stakes are high for
smaller nonprofit organizations as well, but funding is very limited for prospect
research. So, the research has to be highly focused and not too time consuming,
given the organization’s other priorities. The following is a prospect research
strategy that even the smallest nonprofit organization can use. Although stream­
lined, this method yields extremely useful information.

Prospect Ratings and Evaluations

Many nonprofit organizations with relatively small fundraising staff find it
difficult to conduct effective prospect research. Presuming that unlimited
resources for prospect research are not available, the following technique may
be helpful to the research and major gift process.

First create a cover page, Prospect Rating Form, and code page (see
Exhibit 6.1, Exhibit 6.2, and Exhibit 6.3). The cover page is a way to reassure

EXHIBIT 6.1 S AMP L E C O V E R P AG E F OR RA T I N G F ORM S

Prospect Rating Form

ABC Nonprofit has embarked on a Major Gift Initiative to strengthen all of our programs for the people
we serve, while at the same time maintaining our reputation for financial stability and sound
management. The information gathered on this form will help us refine our plans. The initiative will
only succeed with the generous support of a limited number of pacesetting contributors.

The information derived from this and other ratings and evaluations activities will be kept
confidential and treated with the highest level of discretion. The final decision concerning the
correct amount to request as a contribution will be based on the prospective donor’s capacity,
philanthropic nature, and relationship to ABC Nonprofit. In addition, the correct choice of the
person(s) to make the support request can best be determined by knowing the prospect’s network
of associates.

When rating capacity to give, keep in mind the prospect’s total means rather than past giving
patterns. In other words, please indicate what you consider to be the maximum potential.

Thank you for your help. Your opinions are very valuable to us.
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EXHIBIT 6.2 S AMP L E P RO S P E C T R A T I N G F ORM

Donor and Prospect
Name/Company

Maximum
Capacity

Interest
in Our
Organization

Your
Relationship

Mr. Ronald P. Adams

Mr. Thomas N. Acosta

Dr. & Mrs. Arthur Adelle

Mr. & Mrs. Harry B.
Allen III

American Widgets, Inc.,
Renee Chen, President

Mr. Stanley W. Ammons,
Jr.

Baar Industries, Paul
Epigram, President

Mr. Robert & Dr. Marta
Baptiste

Mrs. Evelyn T. Carter

Harold Charles, Esq.

Mr. & Mrs. Russell Clinette

Mr. Steven Darden, Jr.,
and Ms. Courtney Ferris

Mr. & Mrs. William Derby

Ms. Gina Everton

Are You
Willing
to Visit?

volunteers who are supplying the information. It also provides an opportunity to
summarize the case for support. The assigned codes explain how the volunteers
are to fill in the columns on the prospect rating form.

Volunteers should be reminded to put their names at the very top of the first
page in the space provided. The information is pretty much useless without
knowing who supplied it. When dealing with the column about maximum
capacity, it is helpful to say something like, “If this were the prospect’s favorite
charity, perhaps his or her church or university, what might be the most the
person could contribute? Please do not fill in a number that represents what you
expect the prospect to donate. Rather, focus on the maximum amount the person
could afford to contribute.” It is also helpful to explain that a number of factors
will help determine how much the organization will request. In some cases—
especially when the prospect has a very close relationship to an organization and
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EXHIBIT 6.3 S AMP L E C OD E P AG E

Instructions: Please use the following codes when filling in the form.

Maximum Capacity
(Base Solely on Prospective Donor’s Means)

Enter your best estimate, using a numbering scale of 1 to 8 as shown below. Leave this box blank
only if you have no knowledge of the prospect’s capacity.

1 $300,000 or more 3-year pledge ($100,000 per year)
2 $100,000 or more 3-year pledge ($33,000 per year)
3 $75,000 or more 3-year pledge ($25,000 per year)
4 $30,000 or more 3-year pledge ($10,000 per year)
5 $15,000 or more 3-year pledge ($5,000 per year)
6 $7,500 or more 3-year pledge ($2,500 per year)
7 $3,000 or more 3-year pledge ($1,000 per year)
8 Less than $1,000 per-year pledge potential

Level of Interest in Our Organization and Philanthropic Tendency

Enter a letter A through E based on your best guess. Leave blank if you have no knowledge of the
prospect.

A High level of interest
B Moderate level of interest (probably donates or attends organization activities)
C Low level of interest but with potential for cultivation (does not give or participate yet but is
interested in the goals of the organization)

D Little known interest in the goals of the organization, but has demonstrable civic pride
E No interest and no concern for community

Your Relationship to Prospect

Enter a number 1 to 5 to indicate the phrase that best describes your relationship.

1 Best of friends, relative, or close business associate
2 Acquainted and friendly
3 Met a few times
4 Never met
5 Strained relationship

when the organization is engaged in a visionary campaign—the request amount
will be equal to the maximum capacity. In other cases, the appropriate request
amount may be somewhat less than the maximum the prospect can afford.

The column that deals with interest in the organization and philanthropic
tendencies is self-explanatory based on the coding. The staff might wish to fill in
information about a prospect’s closeness to the organization prior to having
volunteers fill out the form.

Having created the forms, the next step is to have the staff or a dedicated
volunteer fill in the names of 300 to 400 top suspects. The list is composed of
those thought to be likely prime prospects. Included are current generous donors;
the largest local or national corporations likely to be approached; those who are



C06 02/06/2017 21:43:1 Page 87

prospect identification, research, and segmentation 87

generous to similar causes; wealthy individuals who have a relationship to a
volunteer or board member; and other affluent constituents.

Now that the 300 to 400 names are filled in, the list should be taken to the
board of directors or to a special committee composed of people who know the
community, especially professionals who are knowledgeable about the relative
net worth of many of the prospects. To recruit such a committee, look to bankers,
real estate brokers, insurance agents, stockbrokers, and attorneys. Also, recruit people
who have lived in your city a long time as well as community or national leaders.
In short, recruit influential movers and shakers to serve on the rating committee.

Since codes are being used—numbers and letters rather than dollar amounts
and specific information—many of the financial advisors find they can participate
in the process without violating any ethical codes. If, for instance, a committee
member put a 1 in the maximum capacity column, signifying that the donor is
capable of making a $100,000 or more annual contribution, no specific infor­
mation about the donor’s net worth has been revealed. After all, the prospective
donor might have a net worth of $6 million, $25 million, $60 million, or more.
All that is known from the rating is that one committee member estimates that the
prospect is capable of a contribution at the level indicated.

Anyone who has ever participated in a “talking” prospect rating meeting will
recognize the benefit of using this silent method of forms and keys.

Traditional prospect rating sessions usually turn out like this: Themeeting begins
with an explanation of the importance of gathering information about prospective
supporters. Everyone is assured that the information will be kept confidential.
People are also told to please stay focused because there are numerous names to
review. Now the fun begins. Mrs. Abercrombie is the first name discussed.
Someone in the room knows her. All agree that she might well be capable of a
$10,000 contribution, and, surely, Maria will call onMrs. Abercrombie. Next, the
committee discusses Mr. and Mrs. John Bennett. Someone asks whether those are
the Bennetts who live on the hill. No one is sure. Next come Mr. and Mrs. James
Wilson.Marie informs the committee that theWilsons are getting a divorce. “No!”
exclaim the committee members. Next follows a 10-minute discussion of what led
to the divorce. The committee chair brings the committee’s attention back to the
list. The next name is Thomas Boswell. There is general agreement that Mr.
Boswell has had a good year and should be approached for a $20,000 contribution.
Feeling confident, the chairpersonmoves on to the next name, Teresa Carswell. At
this point, it is discovered that Mrs. Carswell is living with James Wilson. The
committee never gets back on track.

While this may be an exaggeration, it is safe to say that ratings committees
rarely get through more than 25 to 50 names in an hour-and-a-half meeting.
However, by using the forms in this book, a board of directors or committee can
review up to 400 names in 20 minutes.
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This 20-minute concentrated period is among the most important times in an
organization’s history. By staying focused—and by not being swayed by extra­
neous comments—an organization can quickly discover who on its list is most
capable of generous gifts. Perhaps the most helpful information obtained through
this process is the knowledge of which volunteers have close relationships to the
organization’s best prospects.

Once development planners know who has a positive relationship with
potential supporters, they can recruit volunteer solicitors more readily. To
broaden the knowledge about supporters, development officers also can phone
or meet with the committee members who have the relationship with the
supporter and do online searches to obtain additional information about corpo­
rate relationships, civic involvement, real estate holdings, support for other
organizations, and other pertinent information. Now is a good time to debrief
the volunteers. The goal is not to gather titillating information; rather, it is to be
sure to avoid embarrassment and approach prospects graciously. Thus, it is best to
gather some information in private rather than in group settings.

After the volunteers fill in the forms, the staff collects the forms, summarizes the
committee’s work, and creates the Compiled Prospect Rating Form (see
Exhibit 6.4).

Once the committee’s work has been summarized in the Compiled Prospect
Rating Form, it becomes relatively easy to determine preliminary request amounts
and volunteer assignments. There are a few commonsenseways of going about this.

Determining the “Ideal” Volunteer Solicitor

Using the forms and the compiled information, this step-by-step approach to
choosing the volunteer solicitor can be followed:

1.	 When only one volunteer fills in the “Willing-to-Visit?” column for a
specific prospect, the assignment becomes automatic.

2.	 When two or more volunteers fill in that column, recruit the volunteer
who rated the prospect’s giving capacity higher. That volunteer will be
more comfortable requesting a more generous contribution.

3.	 If two or more volunteers filled in the “Willing-to-Visit?” column and
several rated the giving capacity equally high, choose the volunteer who
knows the prospective supporter best.

(One note of caution: If the volunteer places a 1 in the “Your Relation­
ship” column, it means that the prospective supporter is the volunteer’s best
friend or a family member. This is not the ideal volunteer solicitor. It is
possible to be too close to the prospect for a comfortable solicitation.
Volunteers who place a 2 in this column generally make the very best
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C OMP I L E D P RO S P E C T R A T I N G F O RM

Volunteer’s Name: ____________________________________

Interest Are You
Donor and Prospect Maximum in Our Your Willing
Name/Company Capacity Organization Relationship to Visit?

Mr. Ronald P. 8 (Jensen) D (Jensen) 3 (Jensen)
Adams

Mr. Thomas N. 6 (Hillstrom) B (Hillstrom) 2 (Carr) Y (Hillstrom)
Acosta 5 (Harrison) C (Harrison) 2 (Harrison)

1 (Hillstrom)
3 (Walden)

Dr. & Mrs. Arthur 7 (Martin) B (Martin) 2 (Martin)
Adelle

Mr. & Mrs. Harry B. 6 (Jensen) B (Jensen) 2 (Jensen) Y (Jensen)
Allen III 7 (Watson) B (Watson) 3 (Watson)

American Widgets, 2 (Harrison) B (Harrison) 2 (Harrison) Y (Harrison)
Inc., Renee Chen,
President

Mr. Stanley W. 6 (Hillstrom) B (Hillstrom) 2 (Martin)
Ammons, Jr. 4 (Martin) A (Martin) 2 (Hillstrom)

3 (Walden)

Baar Industries, 3 (Watson) D (Watson) 3 (Watson) Y (Watson)
Paul Epigram,
President

Mr. Robert &
Dr. Marta Baptiste

Mrs. Evelyn T. Carter 8 (Jensen) A (Jensen) 1 (Jensen)
7 (Trout) A (Trout) 2 (Trout)

Harold Charles, Esq.

Mr. & Mrs. Russell
Clinette

B (Harrison) 2 (Harrison) Y (Hillstrom)Mr. Steven Darden, 1 (Harrison)
Y (Harrison)Jr., and Ms. 1 (Trout) C (Trout) 3 (Trout)

Courtney Ferris 2 (Hillstrom) B (Hillstrom) 1 (Hillstrom)

Mr. & Mrs. William
Derby

Ms. Gina Everton

NOTE: Staff fills in appropriate names prior to the Volunteer Review.
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volunteer solicitors. Again, seek people with peer relationships with the
prospective supporters.)

4.	 If all factors are equal, assign the prospect to the volunteer with fewer
assignments. The volunteer with many people to visit may not be able to
make all the face-to-face solicitations. The volunteer with few names has a
smaller psychological hurdle to overcome in beginning to make the visits.

Ideally, when this process is through, each volunteer will have three to five
prospective supporters to visit. Also, remember that, to the extent possible, team visits
are to be encouraged. The most effective solicitations involve a key staff member
and a dedicated volunteer calling on a generous prospect or generous couple.

Often the ideal volunteer solicitor for a particular prospect was not part of the
team that filled in the prospect rating forms. In such cases, speak with one of the
people on the ratings team who knows the prospective supporter. The team
member can tell you who knows the prospect well. The volunteer could be
asked: “Who are some of Mr. Prospect’s good friends?” “Who on our team is
close to Mr. Prospect?” “Who believes in our cause who has the right ‘chemistry’
to approach Mr. Prospect for a contribution to our cause?”

Once the ideal solicitor has been determined, the next concern is how best to
recruit him or her. Assuming that the volunteer is already a believer in the
organization, a gracious yet direct approach is appropriate. Someone with a peer
relationship with the prospective volunteer solicitor calls and makes an in-person
appointment. Use the appointment to strengthen your bond with the volunteer.
Ask whether the volunteer would be comfortable in a personal solicitation
setting. Help these volunteers find their comfort level. Some will be comfortable
allowing their name to be used when seeking an appointment with the
prospective donor. Others are willing to go on the call but will want a staff
member or fellow volunteer to ask for the contribution. Still others are willing to
make an appointment, go on the visit, and ask for a contribution at the
predetermined level.

Determining the Capacity to Give

Using the Compiled Prospect Rating Form (Exhibit 6.4), it is easy to follow the
steps for choosing the volunteer solicitor. A more difficult task is determining the
appropriate request amount. Mastering this art is one of the keys to fundraising
success. The aim is to determine a challenging, yet appropriate, gift amount or gift
range to request prior to any solicitation visit with a prospective supporter.

What first must be considered is how much the prospect can afford to give.
(The development professional and the team members may wish to discuss ways
of judging giving capacity before committee members fill out the Prospect
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Rating Form.) Later, what to request and what to expect can be discussed.
Capacity to give is one matter. Willingness to give is quite another.

When considering capacity, remember that many contribute a percentage of
their earnings to their church or charity. The Chronicle of Philanthropy estimates
that, on average, Americans donate approximately 3 percent of their income to
charity, a percentage that has been constant for decades. Other studies indicate
that Americans tend to donate one-fifth of what they can afford to donate. Stated
another way, most Americans can afford to give five times as much as they
currently are giving without substantially changing their lifestyle.

From this information, it might be assumed that a prospect with a family
income of approximately $100,000 might be capable of donating $15,000
($100,000 × 3% × 5) total to nonprofit organizations. However, we don’t
know what amounts they are already giving to other charities. So, what amount
should be requested? Should we ask for gifts at the levels at which people
currently are giving? Does one ask for as much as they can afford to give in total?
Are there times when what is asked for seems to be more than the gift levels being
discussed?

So far, the focus has been on annual income and annual contribution amounts.
However, many people find it possible to make much larger contributions to
campaigns that encourage multiyear pledges. In addition, committed donors
frequently make contributions from their assets. They believe so much in the
cause that they donate generously from their life savings or from their inheri­
tances, or they are willing to give a larger amount from their assets because tax
advantages may be available for such a gift.

When discussing capacity to give, annual income and assets must be
considered. The prospective donor’s net worth is a better indicator of giving
capacity than his or her current earning level. Nonprofit organizations some­
times receive six- and seven-figure contributions from supporters with modest
careers. In one case, a retired schoolteacher donated $250,000. The nonprofit
organization had discovered that the teacher had inherited a large block of stock
in a successful company. The legacy allowed the inheritor to do what she loved
best—teach.

Here are some general guidelines that can help determine capacity to give:

• A person with a net worth of $40 million can afford to donate $2 million
without changing his or her lifestyle.

• A person with a net worth of $25 million or more can afford to donate
$1 million.

• A person known to have contributed $5,000 to a political candidate can
afford to donate $100,000 to a multiyear capital campaign (20 times the
political donation amount).



C06 02/06/2017 21:43:1 Page 92

92 the complete guide to fundraising management

• Most donors can afford to donate at least five times as much as they are
currently giving. If the donor’s name appears on another organization’s
donor listing, it can be expected that he or she can donate at least five times
the amount being donated to that organization. In other words, if a donor is
giving your organization $100 a year, it can be assumed that he or she can
donate $500 a year; however, if the donor has donated $1,000 to another
organization, it is reasonable to believe that he or she might be able to
donate at least $5,000 to a cause.

• Committed supporters often can afford to donate an amount equal to
10 percent of their annual incomes. At times, they may be able to donate
even more. Such pacesetting leadership gifts are given from the donor’s
assets rather than from current income.

• Committed supporters often can afford to donate an amount equal to three
weeks of their salary.

• When planning a capital campaign with a three-year pledge period, current
donors to your organization often can afford to donate an amount equal to
20 times their annual gift. Thus, a $500-a-year donor might be asked to
consider a three-year pledge of $10,000 to the capital campaign.

The ratings team can help determine how much a prospective supporter can
afford to donate. However, to ascertain the true upper limits of capacity,
committee members must themselves be generous people. The sad truth is
that miserly people cannot imagine others donating generously. So, all the talk in
the committee about how to rate maximum capacity falls on unreceptive ears.
Generous people with knowledge of the community provide the best assessment
of giving capacity.

Help refine the information by looking at the organization’s records. Deter­
mine the largest amount the donor has given, then multiply that amount by at
least 5 to determine his or her capacity. As already mentioned, committed
supporters frequently can afford as much as 20 times their annual giving. By
gathering information about salary ranges in your area, development professionals
can get a good sense of the donors’ annual salaries. Also, do not forget reference
materials. For example, corporate annual reports or the SEC 8-K reports contain
information about executive remuneration and stock control.

Determining the Request Amount

Once information about capacity to give has been gathered, the next step is
determining the appropriate amount to request. Consider this most important
premise: When deciding how much to ask for, it is far better to err on the high
side than to ask for too little.
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People aren’t insulted to be asked for a larger gift than they feel they can afford.
In fact, many people find it flattering that they are thought affluent enough to
make pacesetting significant contributions.

There are two things worse than asking too little. The first is not being specific
in the request. As mentioned, frequently donors have no way of knowing
whether $50 or $500,000 is needed. Such important issues must not be left
unresolved. Offer the donor an opportunity to make a significant investment in
your cause.

The second—and most fatal—mistake is to not ask at all. In fact, research shows
that not being asked is the number one reason people don’t make amajor donation!

Decide to always request a specific gift amount or gift range. Use the
information obtained on the Prospect Rating Forms and the Compiled Prospect
Rating Form to help determine the appropriate request amount.

Here are the general guidelines for determining the request amount:

• If the prospective donor has a close relationship to the organization, and it is
engaged in a visionary campaign with a large goal, request an amount equal
to the donor’s maximum capacity.

These donors are the 1-As on the rating forms. Volunteers put a 1 in the
maximum-capacity column, indicating extraordinary affluence. They or
staff also put an A in the relationship-to-the-organization column, indi­
cating a close connection to the organization. The 1-As have the closest
relationship and the most assets—the organization’s very best prospects.

Imagine conducting a $6 million capital campaign. A leadership dona­
tion of $1 million is needed. By all means, graciously request that sum from
someone who has bonded with the organization who can afford to donate
the pacesetting investment.

If the donor has a close relationship to your organization, and it is
engaged in an annual campaign or other routine fundraising effort, request
an amount equal to the organization’s largest giving club or gift level.

Imagine conducting a $400,000 annual campaign. Perhaps the top
giving level is the $50,000 Founders Circle. Even if one of the closest
supporters can afford a $1 million contribution, he or she can’t be asked for
that every time. In such a case, request the $50,000 contribution. Of
course, the relationship should be developed further with the supporter
informed about the nonprofit’s visionary plans for the future.

• If the donor is not already closely associated with the organization, intensify
the relationship-nurturing activities and wait to request a higher-level gift. If
the campaign has a pressing deadline and momentum is needed, consider
requesting an amount one or two levels below the prospective donor’s
capacity.
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If the prospective supporter is a foundation you have been cultivating,
request an amount in its general or average gift range—preferably an
amount closely tied to a realistic project budget. If you deliver on your
promises in the first funded proposal, the foundation may donate amounts
greater than its average gift range with future requests. A relationship with
the giving officers of the foundation can help in securing grants at the
higher levels.

If a strong volunteer with a peer relationship with the prospective
supporter has been recruited, ask for the maximum amount that the
volunteer is comfortable requesting. Encourage such volunteers to think
big. Even when prospective supporters have not yet developed a close
relationship to an organization, they can be encouraged to donate at their
maximum capacity levels if they have a strong relationship with the
community leader who asks for the contribution.

Know the Prospective Donor as a Person

Speaking of suspects, prospects, ratings, and evaluation sounds somewhat
analytical—maybe even clinical. All that fundraising jargon is helpful when
describing the nuts and bolts of the research process. However, it really misses
the heart of the issue. We must know our supporters as people. We must
understand their likes, dislikes, and philanthropic motivations. We must know
what each prospective supporter cares about. We must remember that a
person’s first concern in making a charitable donation is, “How will making
this contribution help me fulfill my goals as a philanthropist?”

Much has been written and said about sources of information. Professional
prospect researchers know how to access a great deal of library and online
information. An alternative available to all nonprofits is to develop a small
network of people who can be relied on for background information; this is
especially effective in a smaller community. Community leaders who are long-
term residents of the region tend to know a great deal about prospective
supporters. With this in mind, the prospect researcher’s best tool is the telephone.
The amount of prospect information that three to five plugged-in confidants can
provide is amazing.

After getting information through telephone contacts, the next step is
additional research with corporate reports. The annual report gives a broad
overview of the corporation’s business and economic condition. The 10-K report
is a detailed annual financial report that also shows salaries and other compensa­
tion for principal officers. The proxy statement gives detailed information on
executive compensation and control of stock. The 8-K report details sales of large
blocks of stock.
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For foundations, their annual 990 filing with the IRS lists the recipients and
amounts of the grants they have made in that year. Additional information about
foundations is available at each state’s foundation center. Look at foundation
reports, The Grants Index, and a variety of foundation directories.

Information on individuals can be found in online electronic databases. Several
consulting firms also offer electronic screening services that enable nonprofit
institutions to identify prime prospective supporters who are already on the in­
house list but who have not yet given at leadership levels and to append pertinent
information to their database.

There is one final point to make before leaving this discussion of prospect
research. All of the prospect research in the world is of no value if it does not
directly support the solicitation process. Invest your time and that of your staff and
volunteers to collect key information that will help determine the challenging-
yet-appropriate amount to request, the right solicitor to go on the call, and the
project the prospective donor would be most likely to support. Then ensure that
the volunteers and staff members making the visits use the prospect research
information.
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CHAPTER 7
■

Nurturing Relationships

If a man does not make new acquaintances as he advances through life, he will
soon find himself left alone.

—SAMUEL JOHNSON, QUOTED IN BOSWELL’S LIFE OF JOHNSON

Friend-Raising Activities

Friend-raising activities are essential to any fundraising effort. As people become
more involved, they become more committed. Their donations increase as their
sense of belonging grows.

Activities designed to nurture relationships are not driven by deadlines. When
schedules get tight, these relationship-building meetings and gatherings get
pushed back or canceled. How unfortunate. An organization’s future is shaped
by the number and quality of quiet, seemingly inconsequential encounters—
moments when people have the opportunity to speak with those who can help
the organization.

Friend-raising activities might include any or all of the following.

Newsletters and General Mailings

As cultivation strategies, printed materials and mailings are never enough.
Personal contact is needed. However, newsletters, printed material, and email
messages do constitute an important first step in the relationship-building process.
Newsletters ensure that the organization has contact information and up-to-date
mail addresses. When planning a communications strategy, include prospects, not
just donors, on the mail and email lists. Do not be attracted to false economies;
mail to as many people as possible.

Include explanations of simple planned-giving opportunities in every news­
letter. Also acknowledge significant gifts and donors in newsletters (with their
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permission, of course). This increases awareness of the importance of contributed
income—and stimulates even more donations.

Newsletters can include response forms and appeals for funds, but the focus
should be on the institution’s accomplishments. Testimonials and moving stories
of differences made because of support from donors are effective ways of telling
your case for support.

Many successful charitable organizations send a simple information publication
immediately after receiving the first contribution from a donor, in addition to the
donation receipt. This public relations piece strengthens credibility and can excite
the donor about the impact of his or her support. As this mailing does not directly
ask for funds, it serves well to help the donor bond with the organization.

Emails and E-newsletters

For many donors and prospects, electronic communication is preferred. Email
can keep a donor or prospect informed about activities at your organization and
can be very effective for “save the date” notices for events and for recruiting
volunteers. E-newsletters, like their print counterparts, should tell stories that
show the impact of donations. An opportunity to donate is appropriate, but the
focus is on communicating what is being accomplished together by the organi­
zation and its supporters.

Telephone Calls

Some people still prefer communication via telephone, and this can be an
excellent way to strengthen a relationship. Given the ease of electronic com­
munication, many fundraisers have mostly abandoned the telephone, but calling a
donor simply to say “thank you” or to wish them a happy birthday can be
powerful.

When calling, prepare for voicemail or an answering machine by knowing the
message you will leave. Also, take your cues from the individual in terms of the
length of the call. Even if it is a brief conversation, the donor will likely appreciate
that you took the time to call.

Highly Personalized Mailings That Do Not Request Funds

These friend-raising mailings (print and electronic) tell of some important activity
at the organization. For example, a letter might begin: “As an important member
of San Francisco’s business community, you may be interested to know that the
XYZ Institution recently completed a study on ways of strengthening our city’s
economy . . .” They may also communicate a significant partnership that is
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expanding the work of the nonprofit: “A generous grant by the ABC Foundation
to the XYZ Institution has enabled us to expand our programs to additional
neighborhoods . . .”

Development officers—and other professionals who value relationships—
write frequent, short personal notes and email messages. Sometimes the note
is a brief thank-you. At times it is a brief congratulatory note or even a card to
acknowledge an event like a birthday or an anniversary. Indeed, there are
unlimited reasons for writing these friendly notes. Professionals who make
this a habit in their lives will be amazed at the unexpected rewards that come
their way.

Invitations to Tour the Nonprofit Organization’s Facilities

Supporters often enjoy an opportunity to see behind the scenes at an institution. If
appropriate, invite donors and potential donors to the organization’s offices or
facilities. This is especially helpful if the visit helps the donor better understand the
good works that the organization does because of donations from its funding
partners.

As supporters become more familiar and more at home with the organization,
they become more likely to make generous contributions to its cause. An added
benefit is that they may also want to volunteer if appropriate opportunities exist.
Volunteers tend to be better donors, so this can have very positive long-term
benefits for your work.

Social and Informative Gatherings

Relationship-building events are not directly fundraising in nature. Rather they
should be social and informative. A gracious and fun buffet dinner with a guest
speaker describing the organization’s accomplishments and aspirations is ideal. A
short video can be included, or possibly recipients of assistance from the
organization can briefly share their stories. A development staff member can
prepare a simple run sheet and script for the presenters (see Exhibit 7.1).

Many volunteers and donors become involved with nonprofit organizations as
a means of building new and meaningful friendships. One nonprofit agency held
a social and informative gathering at the home of a prominent Austin, Texas,
family. The agency invited influential people from the community—even several
who were active with other organizations. One well-known philanthropist, who
was closely identified with a leading institution in the region, attended. Appar­
ently, she recently had begun to feel unappreciated at the other institution. She
asked questions about the organization sponsoring the social gathering; she also
asked questions about who was on the board—and whether any of the board
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EXHIBIT 7.1 R E L A T I ON SH I P - BU I L D I N G E V EN T , E X AMP L E S CH E DU L E

RELATIONSHIP-BUILDING EVENT
Social Gathering

The Home of Ted and Beth Sabrinski
Friday, April 23

Presentation Notes and Sample Messaging

6:30 p.m. People begin arriving

7:10 p.m. Presentation begins; welcoming remarks from Board President

“Welcome. For those of you who haven’t met me, I’m Jan Tucker, President of the XYZ
Nonprofit Organization Board of Directors. Thank-you all for coming tonight. We will
keep this part of the evening short so that you can enjoy the food and fellowship.

“I’d like to begin by thanking my fellow board members and our Campaign Cabinet
members for their hard work in helping create a safe and compassionate environment for
abused and neglected children. Let me also take this opportunity to thank our Campaign
Chair, Ed Roberts. I especially want to thank Ted and Beth Sabrinski for their support and
graciousness in opening their home and overseeing the arrangements for this gathering.
Ted and Beth, would you like to say a word or two?” (Motion Ted and/or Beth forward to
speak.)

[Ted or Beth’s remarks] “We are proud to be associated with this project. We would like
to personally welcome you to our home and thank you for coming tonight.”

[Jan’s remarks continue] “Many of you know about the importance of the shelter for
children in crisis and comprehensive counseling services for children and families,
offered by XYZ Organization. I suspect you wouldn’t be here if you weren’t convinced of
the vital role the XYZ Organization plays in providing for compassionate services for
abused and neglected children. You may also know that we have seen a dramatic
increase in the requests for services during the last five years.

“As we look to the future, we know that one part of the solution is to stress the
importance of prevention. And, I’m sure you will be pleased to know that our Board has
identified preventive services as a priority in our strategic long-range plan.

“The other part of the solution is to strengthen the counseling services. That’s an
important part of prevention also. But the truth is that to meet the growing demand
for this service, we will need improved facilities for the children who are entrusted to
our care.

“Our strategic plan calls for renovating our existing buildings. This will allow us to
take care of the growing number of children being referred to the agency. Equally as
important, the enhanced facilities will be safer and more welcoming, and will allow us
greater flexibility in how we use the space available to us. The children deserve the
best our community can envision.

“I will say a bit more about our vision for the future in a fewminutes. But now I would like
to introduce our guest, Dr. Pat Weaver.” [Use your own words to introduce Dr. Weaver.]

(Continued )
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7:15 p.m. [Sample remarks for Dr. Weaver] “Thank you Jan. I’d like to add my personal thanks to
every one of you who came tonight. Your interest means so much to XYZ Organization’s
future.

“Let me also express my appreciation to the Board and staff for their outstanding
contributions to the children who are sent to us for care. Very few people are aware of
the sacrifice and tenacious commitment your leaders have made to this cause. Here are
some facts that might surprise you:

• Volunteers at the XYZ Organization donate on average 300 hours each month to help
us accomplish the mission of providing services and love for the children in our care.

• Of course, many of you know that nearly 500 children spend some time at the XYZ
Organization shelter each year. These are children who have been abused or
neglected. For many, our shelter is the first safe environment they can remember.

• Our first goal is to begin the healing process for these children. As they begin the
process of recovery, each child must first learn that adults can be trusted. There are
people in the world who love and care about them. And the XYZ Organization is
staffed with compassionate people who make a difference in these kids’ lives.

• [Other personal observations Dr. Weaver would like to share.]

“When we started this presentation, Jan told you we would be brief. So let me quickly
summarize why I feel that your presence is so important tonight.

“The Board, staff, and volunteers at XYZ Organization have looked beyond our short-term
needs. The vision we have will provide for the needs of children—children who are
innocent victims of circumstances beyond what any child should endure—for decades to
come. The plans you will be hearing more about in the months to come stress prevention,
counseling, and adequate resources to care for the boys and girls now and for future
generations.

“In the weeks and months ahead, I hope many of you will join me and support the XYZ
Organization with your time, talents, and treasure. Your work and wisdom, combined with
a healthy investment of financial resources, will help the XYZ Organization realize its
vision. I’m here tonight to meet you and to tell you that I am convinced that XYZ
Organization is vital to our city, and that an investment in their work will have a
tremendous impact.”

7:21 p.m. [Executive Director’s remarks; thank Dr. Weaver and then briefly review plans and case
for support.]

7:25 p.m. [Jan Tucker] “Again I want to thank each one of you for coming tonight. And a special
thank-you to Ted and Beth for their hospitality and Dr. Pat Weaver for his support.”

[Encourage everyone to get back to the food and conversation.]

NOTE: The entire presentation should take no more than 15 to 20 minutes.
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members played bridge. She was very open in stating that she wanted to get
involved with another organization and with people she would enjoy. Her initial
involvement led to substantial financial support for the new organization.

Breakfasts and Luncheons

Informal get-togethers with the executive director, chair of the board, board
members, or key staff are useful tools in the cultivation process. Many business
leaders enjoy breakfast meetings, which tend to be less disruptive of the workday.
Lunch is still a favorite of others who find it enjoyable to meet and eat. When
asked for my best and simplest fundraising advice, I often reply, “Take a rich
person to lunch.”

Focus Groups

This technique is popular with marketing experts, who find the information
gathered through such groups helpful in understanding the attitudes of key
constituencies. Focus groups are essentially a group interview and are gener­
ally conducted in person, although online focus groups are increasing in
popularity. From a fundraising perspective, focus groups can provide useful
information about attitudes and prove to be very valuable cultivation activi­
ties. The participants—donors and prospective donors—explore their atti­
tudes toward an organization. The focus discussions offer them an opportunity
to state the case of support in their own words. And if they have any concerns,
the process allows them to voice their opinions. Again, involvement leads to
commitment.

A focus group can benefit from group dynamics, but this can also become
challenging and result in less-than-reliable results. The challenge is identifying the
responses from people that reflect what they really believe versus what they wish
they believed or what they think will make them appear wiser to other group
members. For this reason, responses may be biased. However, a focus group can
give donors and prospects more of a stake in your organization and increase their
sense of connection to the cause.

Invitations to the Annual Meeting

If your organization conducts an annual meeting and invites potential donors to
it, every possible step must be taken to ensure that the meeting is not a boring,
perfunctory affair. Use the annual meeting to stimulate enthusiasm. Celebrate
victories. Thank donors. Keep the meeting fast paced.
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Individualized Strategies

If a donor or prospective donor enjoys being in front of groups, invite him or her
to speak at an organization event. Whenever possible, recruit the best prospects to
serve on an ad hoc task force or special committee. The simplest cultivation
strategy is to meet face to face and seek advice from the supporter. People are
flattered to be asked their opinion.

Publish Names and Photographs of Donors and Potential Donors

Don’t underestimate the value of this relationship-building technique.
Donor lists and more highly personalized acknowledgments in newsletters,

annual reports, and other publications help organizations bond with the philan­
thropic community.

Use photographs liberally in your newsletters. Take photos at special-event
fundraisers. Take photos at committee meetings. Take photos of people receiving
awards from your organization. Take photos of volunteers. Send people copies of
their photos. Whenever possible, publish these photos.

However, always be certain you have permission from the donor before
announcing his or her gift and before publishing a photograph; in some places, it
is illegal to publish a person’s photo without permission. This request for
permission can be as simple as stating on the registration form that photos
will be taken and potentially published in the organization’s promotional
material, and by registering, the person consents to having his or her photo
used in this manner. Alternatively, you can have a prominent notice at an event
that states that photos will be taken and to notify a specific person if the donor or
prospect does not want their photo taken and potentially published.

Prompt and Generous Acknowledgment of Every Contribution

Every contribution, no matter what size, should be acknowledged with a timely
receipt, ideally within 48 hours of receiving the donation. Some gifts also deserve
a polite note or letter; this is especially true for first-time donations or gifts over a
threshold determined by your organization. The longer it takes to acknowledge a
donation, the more likely your donor is to feel unappreciated or that his or her
donation was a poor decision.

One cautionary note: Many well-intentioned people make a special effort to
thank their largest donors in a highly personalized, gracious manner. This is as it
should be. However, the danger arises when the person responsible for sending
the thank-you pulls the gift information out of the usual acknowledgment
process. What can happen is that the person the organization wanted to thank



WEBC07 02/09/2017 10:24:14 Page 104

104 the complete guide to fundraising management

most graciously becomes the person whose gift acknowledgment is delayed—or
even worse, lost in the black hole of the responsible person’s inbox. So, keep the
large donors in the regular loop. Then, send a second, highly personalized letter.
Also, be sure to call and thank the most generous supporters.

Another problem occurs when the personal thank-you note is used as a
substitution for the receipt but does not include the information required for
a legal receipt for tax purposes. It is a disservice to your donors not to provide a
receipt that meets requirements established by the government for a potential tax
deduction. It is perfectly appropriate to send both a receipt and a personal thank-
you note, either separately or together. A receipt should never be neglected, but a
personal thank-you should not be, either!

A Host of Other Personalized, Genuine Contacts

One good indication that the organization’s cultivation activities are going well is
when prospective donors begin inviting key representatives of the nonprofit to
join them at enjoyable get-togethers. After all, the goal is to develop true
friendships, and these go both ways. Professionals do not manipulate people; they
nurture strong relationships.

People responsible for fundraising should think for a minute about all of the
nice things they can do for people they really like. A wise fundraiser never
overlooks things that may not be as meaningful to him or her, thinking instead of
the donor’s preferences. These may be a result of age, gender, cultural back­
ground, or a host of other factors that may define a friendship in the mind of the
donor. For example, receiving something in the mail (as opposed to email) is
often important to older adults, as is being thanked for even small things.
Prospective supporters should be treated in the way we treat our friends, taking
into consideration not what we expect but what that individual may expect. That
is all there is to it.

Relationship-Building Activities Must Be Scheduled and Monitored

People who adopt a strategic and professional attitude toward fundraising track
information concerning who has been invited to which gatherings, who came,
and their reactions to the programs. Moreover, most people view the act of
visiting people only when asking for money as rude. So, be sure that every prime
prospect has been invited to a social and informative gathering—where no
money will be requested—at least once every six months.

The fundraising activity with the highest payoff possible is building relationships
with people capable of making major contributions. And yet there is never a
deadline for inviting someone to visit the organization. There is never a deadline to
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create a social and informative gathering to which to invite them or to extend an
invitation to lunch simply to keep in touch. For these cultivation activities to occur,
those responsible for fundraising must proactively create and schedule them.

From a management point of view, use the capabilities of your donor
management system to code everyone invited to each cultivation activity.
Add another code to indicate who attended. Record information about conver­
sations or other encounters in the comments field, specifically noting interests or
information that can be followed up on during subsequent conversations.

Moves Management—Cultivating Real
Relationships

Many development professionals find it helpful to summarize their prospect
research information, develop a relationship-nurturing strategy, and track the
cultivation steps, or moves, as they are called in the jargon of the business. A move
might be as simple as sending a birthday card—or as significant as a luncheon
meeting with the president of the institution.

In Stanley Weinstein’s other book published by John Wiley & Sons, Capital
Campaigns from the Ground Up, he tells the story of how two of our nation’s most
gifted capital fundraisers, David Dunlop and G. Taylor “Bunky” Smith, coined
the phrase “moves management.” Their aim was to refine the relationship-
nurturing process. However, they both later expressed regret over the term,
because many less mature practitioners misunderstood the phrase and viewed the
process as controlling or manipulative. Nothing could be further from the truth.
Moves management is a process and a plan for growing a relationship to give an
individual opportunities to become a more engaged, passionate donor. Thought­
ful moves management, or donor cultivation, systems help nonprofit organiza­
tions maintain gracious and meaningful relationships with their supporters.

Tracking cultivation steps involves recording the activity, making notes about
the prospective donor’s response, assessing the prospect’s readiness to support the
institution, and noting the next step in the cultivation process. Small organiza­
tions can track their top 25 to 50 prime prospects using a simple form (see
Exhibit 7.2). Larger institutions use their dedicated donor relationship manage­
ment software to track donor information and cultivation steps. Remember,
however, that while the process is beingmanaged, the real goal is to nurture warm
and respectful relationships.

Donor Acknowledgment

The most effective way to ensure continued support for an organization is to
express gratitude promptly and appropriately for the donor’s investment in the
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EXHIBIT 7.2 P R IM E P RO S P E C T T R A C K I N G FO RM

XYZ Nonprofit Organization

Prime Prospect Tracking Form

Prospect Name ___________________________________________________________

Address ___________________________________________________________

Business Name & Address ___________________________________________________________

Phone Home: ____________________________________________________

Mobile: ____________________________________________________

Work: ____________________________________________________

Email Address ___________________________________________________________

Giving History Total $ ______________________________________

Total # of gifts ______________________________________

1st gift date ______________________________________

Most recent gift $ ______________________________________

Most recent gift date ______________________________________

Largest donation $ ______________________________________

Family & Relationships Spouse/significant other ______________________________________

Children ______________________________________

Other key relationships ______________________________________

Interests ___________________________________________________________

Relationship with Us ___________________________________________________________

Capability Estimated net worth ______________________________________

Form of wealth ______________________________________

Other factors/information ______________________________________

Rating Preliminary ______________________________________

Final ______________________________________

Network Close friends ______________________________________

Organizational contacts ______________________________________

Assigned Solicitor(s) ___________________________________________________________

Cultivation Strategy ___________________________________________________________

(Continued )
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Gift Opportunity or Project _________________________________________________________

Next Step _________________________________________________________

By when? ___________________________________

Reminder to be sent (date) ___________________________________

Completion date ___________________________________

Summary of contact ___________________________________

Next Step _________________________________________________________

By when? ___________________________________

Reminder to be sent (date) ___________________________________

Completion date ___________________________________

Summary of contact ___________________________________

Next Step _________________________________________________________

By when? ___________________________________

Reminder to be sent (date) ___________________________________

Completion date ___________________________________

Summary of contact ___________________________________

organization’s mission and programs. Appropriate, generous, and timely
acknowledgment is essential to nurturing positive relationships with your donors.

Gracious thank-you notes are also called for after a meeting with a prospective
supporter. The person should be thanked for the time he or she took to meet with
the organization’s volunteers and staff—whether the visit resulted in a pledge or
contribution or not.



WEBC07 02/09/2017 10:24:14 Page 108

108 the complete guide to fundraising management

Of course, donors should be promptly thanked in writing for all pledges and
contributions. After seven days, acknowledgment letters have a greatly reduced
impact.Well-run development offices are able to thank all donors within 48 hours
of receiving the pledge or contribution. Automated yet personalized letters are
possible and absolutely essential to larger operations. Most dedicated fundraising
software systems allow for the composition of multiple versions of thank-you
letters. The person responsible for generating the letters can be trained to select
the appropriate one.

Acknowledgments can be handled promptly only if the donation processing
system is well designed with no bottlenecks. The development director, working
with an accountant, should examine the current system and eliminate all obstacles
to expeditious contribution processing. Nonprofit organizations must maintain
adequate controls to avoid embezzlement and potential data breaches. The gift-
handling system also should ensure the accuracy of the donor history and
accounting information and provide information that can be used for potential
upgrading or acknowledgment of giving milestones.

While there are a variety of donation processing software systems available and
numerous processes for recording both online and offline gifts, it is essential that
the organization choose software and methodology that place a priority on
acknowledging gifts promptly. Avoiding unnecessary duplicate steps and moving
the process quickly and securely through gift receipt to data entry and then to
receipting can help in the process.

Many organizations not only write thank-you letters but also call to thank
generous donors. Every institution has its own definition of what constitutes a
generous gift and sets the threshold for a call based on that. Some organizations also
call any first-time donors to extend a personal thank-you and answer any questions
the new donor may have. Ideally, call and thank as many donors as possible, as this
can reap great rewards in the future in terms of stronger donor relationships.

Any nonprofit organization can refine its acknowledgment policies by first
agreeing on a list of giving levels and the corresponding donor benefits for each
such level (see Exhibit 7.3).

Once the giving categories and donor benefits are agreed on, this information
can be used to determine commensurate acknowledgments for special-event
sponsors or underwriters, corporate sponsors, underwriters of capital purchases,
other special contributors, and generous annual donors. In other words, the
donor benefit list can serve as a general guideline for an organization’s auxiliary,
support group, or supporting foundation. The aim is to acknowledge various
levels of support in a flexible yet consistent manner.

The suggestedbenefits listed inExhibit 7.3 rely heavilyon an annual event and an
annual report.While these might not be the right approach for every organization,
many nonprofit organizationsfind themhelpful in their overall cultivation strategy.
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DONOR B EN E F I T S

XYZ Organization Suggested Gift Categories and Donor Benefits

NOTE: We have listed modest and higher-level giving categories in order to put the giving levels in the
context of a comprehensive annual giving and capital/endowment acknowledgment program. When
customizing this information for your organization, use language that describes the benefits as
attractively as possible. Also, use common sense when administering the program and interpreting the
phrase “same as.” For example, one would not expect to receive a certificate in addition to an
attractive plaque. These donor benefits are merely guidelines.

Friend $25

Newsletters and listing in an annual report (with donor consent)

Supporter $100

Same as “Friend” plus—A special invitation to the annual open house

Sustainer $250

Same as “Supporter” plus—A certificate of appreciation

Patron $500

Same as “Sustainer” plus—An invitation to the XYZ Organization’s annual gala or event

Fellow $1,000

Same as “Patron” plus—An attractive plaque acknowledging your generosity. (In future years,
donors who have already received a plaque can be given differing acknowledgment gifts.)

Sponsor $2,500

Same as “Fellow” plus—Generous acknowledgment of your support at our special event (signage
and acknowledgments on programs and printed materials) as appropriate to the venue and with
donor’s permission.

Guardian $5,000

Same as “Sponsor” plus—An attractive guardian plaque for the donor that is permanently
displayed on a donor recognition wall at the XYZ Organization.

Pacesetter $10,000

Same as “Guardian” plus—An attractive Good Samaritan plaque or limited-edition special
commemorative gift. Permanent acknowledgment on a recognition wall at the XYZ Organization
and name published in perpetuity in the annual report.

Humanitarian $50,000

Same as “Pacesetter” plus—An architectural feature of the XYZ Organization can be named in
honor of or in memory of a loved one. Alternatively, a permanent endowment fund can be
named.

(Continued )
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Benefactor $100,000

Same as “Humanitarian” plus—An endowment fund can be named in perpetuity in honor of or in
memory of a loved one. The fund may have a restricted or designated purpose.

Philanthropist $250,000

Same as “Benefactor” plus—A room or architectural feature can be named in honor of or in memory
of a loved one.

Gifts of $500,000, $1,000,000, or more can be used to name a wing or a building. The general
rule is that the donation must cover not less than one-half the actual cost of construction.
However, currently unnamed existing buildings of XYZ Organization can be named for an
appropriate gift based on the building’s square footage.

Four Parts of an Acknowledgment
Program

Resource development professionals view the mature acknowledgment program
as having four components: donor recognition, donor benefits, permanent
recognition, and involvement opportunities.

Donor Recognition

Donor recognition begins with the letters and phone calls discussed earlier. Some
organizations also find it helpful to create lapel pins or another visible sign of
partnership for donors. Some recognize various gift levels; others signify that the
supporter has made a planned gift to the organization.

Plaques and certificates also play a role in donor recognition and actually have a
dual benefit. The very act of hanging an attractive plaque on a wall strengthens
the donor’s ties with the institution. When visitors see the plaque, they are
reminded of the importance of the organization.

In addition to lapel pins, plaques, and certificates of appreciation, many
nonprofit organizations send their donors various tokens of appreciation: paper­
weights, key chains, pens, business card cases, and a host of other quality
acknowledgment gifts. Donors especially appreciate such gifts when they are
engraved with the donors’ name.

How the organization presents the pins, plaques, certificates, and other tokens
of appreciation to the donor is even more important than the gift itself. Gracious,
highly personalized letters accompanying the gift let donors know how very
important and appreciated they are. If such presentations can be made in public or
at a private get-together, the impact of the gift is even greater.
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Donor Benefits

Many nonprofit organizations create membership categories. At the lowest level,
the member receives newsletters and announcements of events and programs
sponsored by the institution. At the higher levels, the member may be invited to
an annual gala, or a special event, or to other social events. At times, membership
advantages include discounts to the organization’s gift shop, reduced entrance
fees, parking discounts, or other discounts of value to the donor. These kinds of
advantages are often easier for an organization to offer if it has a physical attraction
to visit, such as a garden, a museum, or a zoo, than for the nonprofit agency that
does not have that kind of facility. However, creatively thinking about oppor­
tunities to tangibly show donors how valued they are can reap significant
goodwill.

Some organizations offer various premiums for contributions of different sizes.
A contribution of $35 may entitle the donor to a coffee mug. Contributions of
$120 might entitle the donor to a signed book or a DVD of a popular program.
This strategy works well for public television stations or other organizations that
have programming that lends itself well to such premiums.

A cautionary note may be helpful here: When the donor benefits become
substantial, nonprofit organizations must inform donors of the value of the quid
pro quo donor acknowledgment gift. Only the portion of the contribution in
excess of the acknowledgment gift is tax deductible. Each year, the Internal
Revenue Service establishes the dollar value of a quid pro quo gift that is
considered “substantial” and thus must be disclosed to the donor; the amount in
2016 was $10.60. Fundraisers should familiarize themselves with IRS publication
1771 to know the latest substantiation and disclosure requirements.

A closely related concept is the gift club. Sometimes these are merely categories
or gift levels published in an annual report or in a program book. These clubs
include bronze, silver, gold, diamond, and platinum circles (or similar nomen­
clature) and president’s and founder’s clubs. Donors at the highest levels often are
listed using terms such as benefactors, humanitarians, or philanthropists.

Gift clubs are most effective when they get beyond the published list stage.
Some organizations develop a special letterhead for communicating with their
upper-level gift clubs. Exclusive invitations to social and informative gatherings
allow gift club members to network with one another and bond to the nonprofit
organization. Other acknowledgment strategies can be combined with gift clubs.
For example, lapel pins, plaques, certificates, and other tokens of appreciation can
be tied to gift club levels. Gifts at the highest levels may result in permanent
recognition at the nonprofit organization’s facilities. However you design a gift
club, be sure not to fall prey to one of the more significant problems these lead to:
as a result of time constraints, organizations that put certain donors in a special
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segment for more personalized treatment often end up neglecting these very
donors. If you exclude a donor from the regular solicitation process to provide the
added benefit of a higher level of personalization, make sure that you follow
through on your good intentions.

No discussion about donor benefits would be complete without mentioning
sponsorships. Individuals can be called on to sponsor a child or a family, an animal
or a section of land. In this case, the donor benefit often comes in the form of
letters or direct contact with the child or family, or progress reports on the well­
being of the animal or restoration of the land. Similarly, individual donors may
contribute to scholarship funds to be used for a specific category of students. A
donor may get a thank-you letter from the student who got the scholarship. The
donor might even be invited to an annual event and be seated with the student.

Another entirely different type of sponsorship is the corporate sponsorship,
which works particularly well for special events, performing arts groups, exhibits,
highly visible public programs, and athletic gatherings. When seeking sponsor­
ships, it is most helpful to determine multiple levels of sponsorship and put
together a generous benefit package. The benefits may include banners and signs
at the event; prominent inclusion of the company name and logo in all related
printed and online material (the sponsorship proposal should state how many
times the company name will be included and how many people will be made
aware of the sponsorship); complimentary tickets to the event; a pre- or post-
event reception for the sponsors; inclusion in all advertising; and a host of other
benefits unique to the specific sponsored activity.

In addition, some nonprofit organizations are successful in raising sponsorship
funding for major capital purchases such as a mini-bus to transport seniors or
testing equipment at a hospital. While these have a limited life span, they will be
in operation for a long enough period that the donor will benefit from visible
sponsorship of the item.

Again, how membership, gift club, sponsorship, and other tangible benefits
are bestowed may be more important than the intrinsic value of the benefits.
Each donor—at whatever level—must know that he or she is important and
appreciated.

Permanent Recognition

Permanent recognition often is reserved for those who make major investments
in the institution. Buildings can be named for a donor who contributes at least
50 percent of the construction cost. Similarly, wings and rooms of buildings offer
very significant permanent named-gift opportunities.

When planning any capital campaign (explained in detail in Chapter 14), it is
customary to create a variety of permanent named-gift opportunities equal to
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the number of gifts needed at each leadership level. For example, for a
$10 million campaign, it may have been determined that the following gifts
are needed: one of $1.5 million, one of $1 million, two of $500,000, four of
$250,000, and so on. In such a case, the organization would need to create gift
opportunities, such as the naming of a wing for $1.5 million; naming the lobby
for $1 million; naming a large conference room and a small auditorium in
recognition of $500,000 contributions; and naming four prominent rooms for
contributions of $250,000. It is even helpful to create more gift opportunities
than are needed, so donors can select the named-gift opportunities that appeal
most to them.

In addition to named-gift opportunities related to capital projects, some
organizations create permanent recognition for major current gifts or for
cumulative giving. In one institution, supporters contributing $10,000 or
more in a single year have their names added to a permanent wall display in
the main lobby. In another organization, donors whose cumulative giving reaches
$50,000 have a permanent plaque placed on the donor wall; the donor also
becomes a member of the president’s club. In a museum, donors giving $100,000
or more have their names carved in the stone wall of the entry plaza.

Donor walls are usually divided by gift level. Alternatively, some donor walls
feature a Tree of Life, in which leaves represent one gift level and stones and
acorns may represent other giving levels. When these sculptures are placed in
prominent locations, they stimulate additional supporters to contribute at
significant levels. Of course, some organizations encourage gifts at lower levels,
while others encourage gifts at higher levels.

When designing the overall acknowledgment program, handle recognition
consistently and with the consent of the donor. The gift levels should be widely
publicized. And donors to one aspect of the institution’s programs should not
receive extravagant acknowledgments while others donating the same amount to
another campaign receive little or no recognition. Acknowledgments need not be
identical but should be commensurate.

Involvement Opportunities

From the nonprofit organization’s point of view, involvement opportunities are
the most effective donor acknowledgments. Donors who are invited to join a
founder’s circle or advisory council can be made to feel important and appreciated
when their advice and participation are genuinely sought.

When the nonprofit organization creates gift clubs, planners also include a
number of social and informative gatherings to which the members may be
invited. The social aspect of the gift club allows donors to form stronger relations
with the nonprofit organization’s leaders. The informative aspect of the
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gatherings provides donors with the opportunity to learn more about the
organization’s vision of the future.

By establishing a gift club made up of people who have provided for an
institution in wills or estate plans, an organization strengthens its ties to these key
benefactors. Often named Heritage Club, Legacy Circle, or Bequest Society, the
planned-gift club—which might be named for a prominent and respected person
closely associated with the organization—may host an annual luncheon, an
estate-planning seminar, private tours, or other social functions throughout the
year. It is important to stay in touch with supporters who have remembered the
organization in their wills and estate plans. After all, these are the people who are
closest to the organization. Besides, many planned gifts are revocable.

The greatest donor benefit is being asked to serve. Donors feel honored and
privileged to be asked to play a leadership role in the organization. Not everyone
can be asked to serve on the board, but most major donors can be offered an
appropriate volunteer opportunity. They may say no, but they will be flattered to
have been invited.

Those who do accept an invitation to participate are drawn closer to the
organization as they become more involved.
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CHAPTER 8
■

Major Gift Fundraising

Let me tell you about the very rich. They are different from you and me.

—F. SCOTT FITZGERALD, “THE RICH BOY”

Yes, they have more money.

—ERNEST HEMINGWAY, REJOINDER ON

HEARING THE FITZGERALD QUOTE

Major gift fundraising encompasses the identification, cultivation, and
solicitation of people capable of making significant contributions to a

cause. Often the relationship-nurturing activities and the solicitations are con­
ducted in face-to-face settings.

Major gift fundraising is the most cost-effective resource development strategy.
Moreover, a major gift initiative gives an organization an opportunity to tell
movers and shakers about its programs and services to people in need.

As important, such an initiative can realize an excellent return on investment.
Major gift programs require only inexpensive presentation materials, a series of
meetings to generate prospect names and make assignments, patience as relation­
ships are cultivated, a method of tracking assignments, training sessions, and
volunteers or staff members willing to ask for contributions.

Often it is difficult to recruit volunteers willing to solicit funds. Therefore, it is
recommended that the executive director, development personnel, and a few key
volunteers work to become comfortable asking for contributions. Volunteers
with personal relationships with major gift prospects can help secure appoint­
ments with potential donors and may provide valuable insight into a person’s
assets and philanthropic interests.

Volunteers who are comfortable with the solicitation process can ask for
contributions; otherwise, a staff member or a bolder volunteer can ask for the
donation. All volunteers can help with prospect identification, nurturing

115

The Complete Guide to Fundraising Management, Fourth Edition. Stanley Weinstein and Pamela Barden.
 2017 by John Wiley & Sons, Inc. Published 2017 by John Wiley & Sons, Inc.



WEBC08 02/09/2017 10:26:13 Page 116

116 the complete guide to fundraising management

relationships, and making introductions. All representatives of the nonprofit can
learn to become effective spokespeople for a compelling case for support.

When Major Gift Strategies Are
Appropriate

Major gift fundraising—with its emphasis on face-to-face contact and solicita­
tion—is effective for sponsorships, underwriting special projects, pacesetting
operations contributions, and capital and endowment campaigns.

Sponsorships

Many nonprofit organizations conduct special-event fundraisers—golf tourna­
ments, receptions and dinners, -athons and races, auctions, and a host of other
events. Often these activities net low or modest amounts of contributed income.
However, when the organization stresses the importance of high-level sponsor­
ships, the events can net substantial funds.

In addition to special-event fundraisers, many nonprofits—especially arts
organizations and institutions that conduct athletic events—find it helpful to
seek sponsorships for services they provide, such as concerts, plays, exhibits, or
teams and competitions.

An effective sponsorship program relies on personal contact. Higher-level
sponsorships are available when the organization builds relationships with the
funder and solicits the sponsorship in person.

Funds for Special Projects from Individuals or Corporations

One traditional method of seeking funds for special projects or for nonrecurring
high-priority organizational investments is to apply for foundation grants.

However, it is also possible to approach local corporate leaders or affluent
individuals to support an organization’s special projects. The donor who contrib­
utes $250 in response to amail appealmightwell donate $2,500 or a great dealmore
to helpwith some special need—if he or she is visited in person and presentedwith a
compelling case. Conversely, the corporation that makes a $2,500 annual contri­
bution to an organizationmightwell consider a $25,000 contribution in response to
a well-reasoned appeal—if the decision maker is visited in person.

Pacesetting Repeatable Contributions for Operations

Major gift solicitations are not limited to special projects. Every organization
needs healthy levels of ongoing operational support. People responsible for
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fundraising can personally visit the organization’s regular supporters who give
consistently and at mid-level amounts and encourage them to consider increasing
their annual support.

One strategy that works especially well is to create and seek pacesetting gift
club contributions. People who embrace the organization’s mission enjoy the
opportunity to support it as a $1,000, $2,500, $5,000, $10,000, $25,000, or more
member of the Founder’s Circle, President’s Club, or whatever the top-level gift
club is called.

Capital and Endowment Campaigns

Major gift fundraising is the sine qua non of capital and endowment fundraising.
Generally, people do not make six- and seven-figure contributions unless they
have a close relationship to the nonprofit. Most often, this close relationship
comes about after years of relationship building. And while years of relationship
building are helpful, personal contact is essential for finalizing the gift. Capital
campaigns succeed when early pacesetting investments are secured in face-to-face
settings.

Preparing for a Major Gift Initiative

The early chapters of this book discussed the essential preparation for major gift
fundraising. The first step is to strengthen the organization. Be sure that it is
worthy of support. Then carry out the suggestions dealing with prospect
identification and nurturing relationships in Chapters 6 and 7. These are the
vital early steps in the major gift process. When these essentials are under control,
the nonprofit organization must then focus on the best prospects and refine its
research.

Research, Ratings, and Solicitor Assignments

First, identify those individuals, corporations, and institutions most likely to
generously support the organization. Also, gather the information needed to
equip the staff and volunteers for an effective solicitation. The four crucial points
of research are (1) the prospect’s relationship to the organization, (2) interests and
hobbies, (3) capacity to support the organization, and (4) network of associates.

Remember the old adage: Successful fundraising is the right person asking the
right prospect for the right amount for the right project at the right time in the
right way.

Here is how prospect research supports this truism. To recruit the most suitable
volunteer solicitor, development professionals need to know something about
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the prospective supporter’s network of associates. Who are the prospect’s best
friends and close associates? Who is close to the organization and close to the
prospective supporter? If you cannot identify someone related to the organization
who is associated with the prospective supporter, can you identify someone close
to one of the prospect’s friends or associates? Is that person willing to make
introductions?

To identify the best prospects, fundraisers must explore their relationship to the
organization. Consider these questions: Of all the people who might support the
organization, which ones already have a close relationship to it or to someone in a
key leadership role? Which donors already have supported the organization
generously? Which affluent prospects are most likely to become the newest
generous supporters because of their affinity for the mission or a close relationship
with another supporter or organizational leader?

Determining an appropriate request amount often is difficult. Knowing the
prospect’s precise net worth is not necessary, but it is important to determine the
prospect’s relative level of affluence and to decide on a challenging amount to ask
the prospect to consider.

Finally, the more that is known about each prospective supporter, the more
likely fundraisers will choose a funding opportunity that appeals to a particular
prospect’s interests. Knowledge of the supporter also will enable fundraisers to
determine the best timing for the solicitation and will help them make the most
gracious approach.

Chapter 6 outlines a process for gathering the information needed to determine
the best prospects, assign a request amount to each, and determine the ideal
solicitor. Now the information can be summarized (see Exhibit 8.1) and the
appropriate gift opportunity or project to offer the prospective donor determined.

Solicitation Timing

The precise timing of a request for funds is as much an art as a science. A few broad
guidelines can be helpful.

In general, solicit board members and those closest to the organization prior to
approaching people not as close to the organization. Marketing experts tend to
view this process as a series of concentric circles indicating primary, secondary,
and tertiary markets. (See Exhibit 8.2.)

• Approach affluent members of the planning team soon after the conclusion
of the planning process or soon after the needs become manifest. A
supporter who has participated in the organization’s planning process has
become familiar with its needs. Often such a team member expects to be
asked for financial support. It is prudent to strike when the iron is hot.
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S UMMAR Y O F P RO S P E C T A S S I GNM EN T SEXHIBIT 8.1

Request
Volunteer Prospect Amount ($)

H. Acosta Mr. and Mrs. Carl Davis 500,000

H. Acosta Ms. Marta Aguiller 150,000

H. Acosta Dr. Fred and Dr. Linda 50,000
Harding

H. Acosta Mr. and Mrs. Martin 25,000
Dell

H. Acosta Lucinda Rodriguez 10,000

D. Barnes Ms. Anne Quigley 25,000

D. Barnes Beatrice Padilla 30,000

D. Barnes Evelyn Park 10,000

B. Feldman Mr. Jeff and Dr. 50,000
Denise Matterson

J. Meyers George and Tammi 30,000
Baxter

L. Winston Dr. and Mrs. Thomas 100,000
Chapen

L. Winston Allan Maynard 100,000

L. Winston Mr. and Mrs. Richard 250,000
Ambrose

T. Wong Rev. and Mrs. Wesley 50,000
Henderson

T. Wong Mrs. Ginny DeVoss 5,000

Numerous others at more modest gift levels also

Gift Opportunity

Name east wing

Establish permanent endowment
named after late husband Frank

Endowment fund or executive
director’s office

Underwrite lecture series

Friend of the Foundation

Foundation in entryway

Underwrite outreach

Friend of the Foundation

Endow 2.5K annual support

Playground equipment

Name waiting room

Name playground

Name auditorium

Endowment

Friend of the Foundation

• It is best to approach prospective supporters after they have had an
opportunity to attend one or two informative relationship-nurturing
gatherings or events.

• Be sensitive to milestones or major events in the prospective supporter’s life.
If the prospect’s daughter is being married in two weeks, the family may be
in a good mood—but it is probably too busy to consider the request at this
time. However, the fundraiser could call and make an appointment for after
the wedding. If a volunteer solicitor is familiar with the prospective
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EXHIBIT 8.2 P r im a r y , S e c o n d a r y , a n d T e r t i a r y M a r k e t s

supporter, inside knowledge can help the organization avoid the embarrass­
ment of calling soon after a death or at some other inopportune time.

• Someone familiar with the prospect’s assets can time a funding request to a
moment when the stock or asset is valued at a high level. Conversely,
solicitations may be avoided after a sharp decline in the value of the
prospect’s holdings.

• Invest more time in the cultivation process during campaigns with longer
planning periods and with multiyear pledge payments. In such situations, it
is easier to fine-tune the timing of the request. However, the danger of
losing momentum by failing to ask must be avoided.

• Do not delay in approaching any prospect who has stated that he or she
expects to be solicited. People who become familiar with nonprofit
organizations have been known to tell a board member or key volunteer,
“I heard a lot about your campaign and expected someone to meet with me
for a contribution, but no one ever called.” After a cultivation event,
fundraisers might hear that someone said, “After that party at Mrs. Sanchez’s
house, I expected someone from your team would call on me.” Many
people of affluence, when asked why they did not make a gift to a cause
known to them, reply, “No one asked me!”

• As soon as such a remark about not being solicited is heard, the fundraiser
should call the prospect to make an appointment. Then the records should
be checked to see whether others who attended the event have been
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approached. Poor follow-up will seriously damage the fundraising effort.
Some organizations plan and implement motivational cultivation events;
they even make intelligent solicitor assignments. Many even get as far as
determining the appropriate amount to request—but too often, the
campaign falters when the organization fails to ensure that the solicitations
actually take place.

• Solicit contributions from major gift prospects relatively soon after recruit­
ing the ideal volunteer solicitor. Few volunteers are comfortable adopting a
lifelong caseworker model. They don’t mind helping the organization
nurture a relationship with a prospective supporter. However, annual
campaigns are timeline driven, and capital campaigns need to maintain a
sense of momentum. A gracious solicitation can be part of a long-term
relationship-building strategy. A donor who has been offered an opportu­
nity to make a significant investment—and who is pleased with the use of
the funds—often will increase his or her contributions over time. Each
successful solicitation and each successful project inspire confidence.

Materials Preparation

Once the ideal volunteer solicitor has been recruited and the appropriate amount
to request and the appropriate time to solicit the funds have been determined,
attention can turn to preparing the presentation materials. At this stage of the
resource development process, a written case for support should be available. The
organization might even have a video version of its case statement. Since a great
deal more is now known about the organization’s best prospects, the develop­
ment team can personalize the case statement for each crucial presentation.

The campaign volunteers will also need pledge cards (or another means
to record a pledge) for the board campaign (see Exhibit 8.3) and for other
donors who are being solicited (see Exhibit 8.4) and a Call Report Form (see
Exhibits 8.5A and B).

A simple plan to follow involves the use of a presentation folder. Here are some
of the materials that may be placed in an attractive solicitation folder:

• A personalized case for support. The cover sheet may read “Information
Prepared for Mr. & Mrs. Joseph Samplename.” When using presentation
folders, the cover sheet can be designed so that the personalized inscription
appears above the folder flap. In this way, the prospective supporter’s name
is prominent.

The content of the case for support should also be personalized. As
stated in Chapter 4, reformat the materials and stress the points that
resonate with the specific donor.
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EXHIBIT 8.3 B o a r d P l e d g e C a r d

• Financial data. Many major gift prospects are people with business acumen.
They want to know that a project is well planned. They feel assured when
the organization has been operating without deficits for some time. For
some donors, pie charts and summary financial information are sufficient.
Others require more detailed information, such as audits, financial state­
ments, the annual 990 filing, project budgets, and multiyear projections for
both expense and income. With major capital projects, many business­
people, especially, appreciate multiyear projections that include the income

EXHIBIT 8.4 R e g u l a r P l e d g e C a r d
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C A L L R E P O R T F O RM— S H OR T V E R S I ON

XYZ Nonprofit Contact Report Form

Volunteer or staff name: ____________________________________________________________

Person contacted: _________________________________________________________________

Date of contact:___________________________________________________________________

Notes: __________________________________________________________________________

Follow-up action needed: ___________________________________________________________

By when: ________________________________________________________________________

Please return to Development Office. Use other side for additional notes.

EXHIBIT 8.5B C A L L R E P O R T F O RM— L ONG E R V E R S I ON

Interaction Summary
Volunteer or staff name: ____________________________________________________________
Person contacted: _________________________________________________________________
Date of contact: __________________________________________________________________
Where did contact take place? _______________________________________________________
Goals of meeting: _________________________________________________________________
Solicitation request amount (if any): $ _________________________________________________
Gift opportunity, if any: ____________________________________________________________

Results of Interaction

General summary

Follow-up: What By Whom? ✓ when completed

Pledge total: $_________________ To be paid by: ______________________________
Initial gift of: $_________________ By date: __________________________________
Reminder statement information: _____________________________________________________
Other comments: _________________________________________________________________

Sent meeting thank-you on: _________________________________________________________
Sent pledge thank-you on: __________________________________________________________

□ Follow-up dates and comments entered into database __________________ (initials)
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and expenses related to the capital project as well as to the organization’s
operations. Such donors want to be assured that the project has been
planned well and that the increased operational expenses related to it have
been anticipated. They want to know that the project can be sustained once
it is established.

• Project description. If the specific project that funds are being requested for is
not integrated into the case for support, a separate document describing the
project must be included. State the project benefits in terms of the people
helped or mission accomplishments to be achieved rather than from the
perspective of the organization’s needs. Whenever possible, choose a
project that will have the greatest appeal to the specific prospect being
approached.

• Other promotional materials. Do not overload a presentation package. Any­
thing included should be strategically chosen to help present the case and
assure the donor of the viability of the organization and this project. You
may want to include the latest newsletter, a positive press article, a well-
produced brochure, or appropriate endorsements. The case for support
should be the most important piece in the presentation folder; the other
promotional materials should exist to support the case statement.

• Donor benefits and/or gift opportunities. If the organization has established gift
clubs and benefits, include this information in the presentation folder. One
note of caution, however: customize the gift club information to the gift
amount or range you are requesting. In other words, if the prospect will be
asked to consider a contribution of $5,000, do not include a gift page that
shows gift amounts ranging as low as $100 or $500. A sheet that shows all
the gift levels from $2,500 to the top gift category may be included.
Psychologically, this gives the prospect a bit of wiggle room slightly below
the target range. As important, it lays the groundwork for the prospect to
consider larger requests.

• Request for funds. There are many ways to customize a presentation package
and include a specific request for funds. Some organizations include a
personalized letter to the prospect in their presentation materials. The letter
summarizes the case for support and includes a phrase such as “Because of
your outstanding leadership in our community, we are honored to offer
you an opportunity to participate in our Founder’s Circle with a contribu­
tion of $1,000 or more.”

Other organizations include a specific request for funds in their case for
support. The final section in that document might be titled “Our Request to
Mr. & Mrs. Specific Prospect Name.” (See Exhibit 8.6.)
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SAMPLE REQUEST TO INCLUDE AS SECTION OF PERSONALIZED CASE STATEMENT

Our Request to Kevin and Carla Rowlands

The last two decades have proven to be very difficult for children facing emotional challenges.
Government cutbacks, changes in healthcare funding, and added pressure on traditional support
systems all have had an adverse impact. This presents an urgent need that our organization is
committed to addressing immediately.
As people who care about the XYZ Nonprofit Organization, you have a deep understanding about the

important work we do. You know that your contribution is an investment—an investment in children
who need the best possible therapy and emotional support in order to grow up to be healthy and
productive adults.
Please consider a leadership contribution of $25,000—or even more if you are able.
Your generosity will be acknowledged with a plaque on the Wall of Honor in our lobby, and you will

receive a six-month and one-year report on the impact your investment has made.

Still other nonprofit organizations include a separate sheet with a title such as
“Our Request to Mr. & Mrs. Specific Prospect Name.” This format works
especially well with presentation folders with staggered sheet sizes.

Another option is simply to include a gift opportunities page. Again, be careful
not to include gift levels substantially below the target amount. When using a gift
opportunities page with gift levels higher than the target amount, the solicitor can
be trained to say, “We need gifts at all of these levels. Where do you see yourself
participating?” It is surprising how often donors choose amounts greater than the
solicitation team anticipated.

The most important thing to remember is that the presentation package should
include information about the gift range requested and amounts greater than the
requested amount. Often volunteers and key staff members hesitate to request
specific contributions. However, presentation materials go a long way toward
overcoming that reluctance. When the materials request $25,000, the prospect is
not left wondering whether a $500 gift or a $250,000 contribution was expected.

Even though the presentation materials tell the case for support and contain a
request for funding, the materials cannot stand on their own. These presentation
packages are developed for a personal presentation, not to be mailed to the
prospects. Volunteers and staff members bring the folders with them to their
appointment with prospective donors.

Solicitor Makes Financial Commitment

Prior to requesting funds from others, the members of the volunteer solicitation
team—board members and other key volunteers—make their own financial
commitment. Those closest to the organization must set the pace. This question



WEBC08 02/09/2017 10:26:16 Page 126

126 the complete guide to fundraising management

bears repeating: If those closest to the organization are not committed enough to
give generously, how can others be expected to give?

An increasing number of major donors are becoming tuned in to a nonprofit
organization’s critical success factors. They want to know whether 100 percent of
the board has donated. They want to know whether the person requesting funds
is a donor. They want to know that the organization is strong—and whether the
people involved are committed.

This is also a concern of many grantmakers, and not having 100 percent
participation as a donor by the board of directors can prevent your organization
from having the ability to initially approach the potential funder for support.

Getting the Appointment

More money is lost during the process of getting appointments than at the actual
solicitation visits. If fundraisers succeed in getting a face-to-face appointment, the
chances are quite favorable that they also will receive a financial contribution.
However, if the appointment is not gotten, most likely the organization will
receive nothing or only a token contribution.

Here is some advice for increasing the odds of getting the appointment:

• Whenever possible, recruit a volunteer to whom the prospective supporter
cannot easily say no.

• Offer the prospective donor a choice of dates. (Example: “We can get
together late this week or late afternoon on Monday or Tuesday. What
works best for you?”)

• Remember, the most important objective now is to get the appointment. If
the prospect asks, “Are you going to solicit me for the campaign?” reply,
“The most important thing now is that key people such as yourself have a
good idea of what’s happening. Should you decide to invest in the
campaign later, that would be your decision. And I won’t take more
than 20 minutes of your time. Which works best for you, Monday or
Tuesday?”

• Define success as getting the appointment. Let it be known, in all volunteer
training and everything done and said, that the organization’s most
important indicator of success is the ability to get face-to-face appointments
with potential major donors. Track how many actual solicitations occur.
Does the number of solicitations increase from year to year? Once this
information is tracked and the importance of obtaining appointments is
stressed, the nonprofit organization will experience a dramatic increase in
contributions.
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The Solicitation Interview (How to Ask
for a Major Gift)

There are six steps to a model solicitation:

1. Build rapport.

2. State the case for support.

3. Encourage involvement.

4. Summarize benefits and close.

5. Be quiet.

6. Respond appropriately.

Build Rapport

Take the time to relax and reestablish the relationship or ask some easy open-
ended question to break the ice. This is a very natural process. However, some
people who are uncomfortable with the solicitation process might forget this step.
A nervous volunteer or staff member might even jump into the solicitation
without even saying, “Hello. How are you?”

If there is an opportunity to meet at the prospect’s home or business, it will be
easy to find an opening question just by looking around. What looks interesting?
Perhaps there is a football signed by a famous coach or player. Perhaps it is a
collection of cut crystal or a prominent display of family photos. Every prospect’s
environment offers clues as to what is important to that person.

Simply say, “That’s a beautiful collection [or what-have-you]. There must be a
story there.” Then, be quiet and be prepared to hear an interesting story.

At solicitations, spend more time listening than talking. Don’t try to top a
prospect’s story. When a prospect is through with the story, he or she might say
something such as “Oh, but enough about that. You must have something to say
about your organization.” The words won’t always be the same, but the prospect
usually indicates that the story is over and now would be a good time to hear
about the agency.

State the Case for Support

Use this opportunity to refer to the written materials. Many experienced fundraisers
find it helpful to hold onto the presentation packet and the case for support, pointing
out highlights while they speak. In this way, they avoid the awkwardness of speaking
while the prospect is reading and thumbing through the materials.

More than anything, fundraisers must speak from the heart and tell the
prospective donor why they believe the organization deserves support. Volunteer
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solicitors should focus on the stories and facts that moved them. The prospect will
sense the volunteer’s sincerity and enthusiasm.

Everything said about the written case also applies to any spoken presentations.
The case must revolve around the problem being addressed—and the people
being served—rather than focusing on the organization addressing the problem.
When fundraisers speak about an organization, they should focus on the
organization’s strengths and abilities to address the community’s needs rather
than the institution’s needs. Focus on how the organization serves people.

Encourage Involvement

As fundraisers state the case for support, they should pause from time to time to
ask the prospective supporter questions.

Someone raising funds for a preventive healthcare program might ask, “Do
you think it makes sense to try to prevent disease rather than putting all of our
resources into treating illness?” Someone raising funds for an educational
institution might ask, “Where does education fit into your philanthropic
priorities?” If the agency has touched the lives of most people in the region,
the donor might be asked, “Do you know of anyone who has been helped by—
or whose life has been touched by—our organization?” Volunteers or staff
members might also ask open-ended questions, such as “Does any part of our
organization’s case for support especially appeal to you?”

Often questions such as these encourage the prospective supporter to state the
case for support in his or her own words.

One more crucial bit of advice: Listen, listen, listen. When the prospect is
speaking, fundraisers must set aside their concerns. Do not try to anticipate what
the prospect will say. Do not make judgments about the prospect’s observations.
Do not give rise to autobiographical responses; related life experiences are
unnecessary. As Stephen R. Covey, author of The 7 Habits of Highly Effective
People, says, “Seek first to understand, then be understood.” As he explains in his
writing about empathic communication, “Most people do not listen with the
intent to understand; they listen with the intent to reply. They’re either speaking
or preparing to speak. They’re filtering everything through their own paradigms,
reading their autobiography into other people’s lives.”

Feel what the prospect feels. Hear what the prospect says. If the prospect has a
positive impression of the organization, move forward with the summary of
benefits and the request for funds. To the extent possible and natural, use the
prospect’s own words and thoughts to state the case for support.

If the prospective supporter has concerns or objections, handle these with grace
and poise. Do not argue with the prospect. Fundraisers never win arguments with
prospects. Communications experts also say that “Yes . . . but . . .” phrases and
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replies should be avoided. Most humans never hear a word after the word but;
they have completely tuned out the balance of the message. Those whose
thinking patterns go in this direction can practice using “Yes . . . and . . .”
phrasing. For example: “Yes, I have heard your concern before. And the
organization has made considerable progress addressing that issue.”

Many people with exceptional communication skills find it helpful to use the
feel-felt-found model for responding to objections. Here is an example of how the
model might work. Suppose a representative of a nonprofit agency that helps
homeless people is visiting a prospective supporter who says, “I’ve got to tell you,
I’m really skeptical about the long-term benefits of your program. Lots of folks
you help don’t do anything to lift themselves up.”

Using the feel-felt-found reply, the representative of the homeless agency
might say, “You feel distressed that so many homeless people contribute to their
own problems and don’t seem to take actions that would enable them to help
themselves. I can tell you that you’re not alone. Others felt that way. What they
found out was that at our homeless shelter, we have more than 100 people in
programs that address the root causes of homelessness. Some are in substance
abuse programs. Some are learning to use computers or other office tools. They’re
all enrolled in programs that teach them job skills.”

The benefit of this model is that fundraisers begin with a statement that
indicates that they understand how the prospect feels: “You feel that . . . .” The
felt phrase has two subtle benefits: (1) It assures the prospect that he or she is not
alone, and that others share that point of view. (2) It places the concern in the past
tense. The found phrase allows people to supply new information and respond
graciously to the concern.

At times, a prospect may raise an objection or a concern for which the fundraiser
has no ready reply. In such cases, itmight be helpful to use the bottom-line reply. Here
is how it works. Imagine a volunteer solicitor raising funds for a rural hospital who
hears for the first time something like this: “I’ve heard that the emergency room at
your hospital is a nightmare. People have to wait a long time. And I’ve even heard
some say that the quality of care there is not what it should be.”

In situations such as these, the volunteer can begin by acknowledging the
seriousness of the issue and the depth of emotion. He or she might say something
such as “I haven’t heard that before. It surely sounds like a serious issue. I’ll try to
find out more about that for you, and I’ll definitely get back to you.”

Now the volunteer transitions to the bottom-line reply by saying, “Everyone I
know on the management team is dedicated to continuous improvement and
quality control. So I know they’ll want to hear about your concerns. I speak to a
lot of people about this hospital. And their bottom line is that this hospital is the
only one within 75 miles. It is crucial to the healthcare of people in our region.
We’ve got to work together to make it as strong as possible.”
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By bringing the conversation to the organization’s strongest points, often
objections can be overcome—and prospects can be recruited into the efforts to
improve the organization and provide the financial resources needed to keep it
strong.

In addition to asking questions and handling objections, asking for advice may
be helpful. Questions such as “What can our organization do to better address the
needs of the people we serve?” and “Are there any services we should be offering
that we are not currently offering?” are helpful when the organization truly is
open to new ideas. The following questions are also helpful: “Do you have any
advice on how we can recruit more volunteers?” “Do you know of other people
who might be interested in our organization?” “Would you be willing to
introduce our organization to some of your friends or business associates?”

Perhaps the most important advice that could be sought concerns the
solicitation itself. Questions such as “What is the best way to approach your
company?” and “We were thinking about requesting $25,000 from your
company; is this a realistic amount to request?” are positive ways of getting
the prospective donor to support the cause.

Summarize Benefits and Close

Learn to recognize the words and body language that indicate that the prospective
supporter is moving toward acceptance of the case statement. One clear sign is
when fundraisers have asked an open-ended question and the prospect has replied
with positive comments about the organization. Other signals may be more
subtle. One positive sign is when the prospect shifts body position and leans
closer. If the prospect’s arms had been folded across the chest but he or she shifts
and adopts a more open attitude, that is also a positive sign. Also notice when the
person is beginning to ask positive questions about the organization. Just listen
and watch. Soon fundraisers will develop a sixth sense about the prospect’s
attitude toward the pending request for funds.

Some people with fundraising responsibility get so wrapped up in their case for
support that they continue speaking well after the prospect has indicated a
willingness to support the cause. A better approach is to summarize the case and
graciously request the contribution soon after the prospect has indicated a positive
attitude toward the cause.

When speaking with prospects who have affirmed their support for the case,
you may say something such as “You have a good grasp of how much our
organization does for the people of our region. And to continue our programs,
we are going to need gifts at these leadership levels.” (Bring forward the gift
opportunities page, indicating investments at the rated range and higher.) “Where
do you see yourself participating?”
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Alternative language might sound something like this: “You know that a
great city needs a strong symphony orchestra. Such an organization is crucial to
the cultural and economic life of our community. So I hope you are in a
position to consider membership in our Golden Circle with a contribution of
$1,000 or more.”

When speaking with a long-term, loyal supporter of the organization, close
with the following: “You have been so important to our organization. And you
know howmuch this project will mean to so many people. Our campaign leaders
want to offer you the opportunity to make a significant investment in this
campaign. Your $5 million contribution will allow us to have the strongest
possible start to the campaign and also will allow us to name the new center in
memory of your husband, Ralph.”

Before going on any call, have in mind what closing to use. Of course, be
flexible. If in the course of the conversation the prospect indicates an
aversion to large named-gift opportunities, do not emphasize the naming
opportunity. Rather, focus on the level of investment needed to better serve
the people who rely on the organization. Again, the ability to listen is the key
to success.

When training volunteers, summarize the benefits of the three closings
illustrated here:

1.	 To better serve those who come to us for help, we will need gifts at these levels. Where
do you see yourself participating?

This closing allows the volunteer or staff member to rely on the gift
opportunities page that has been customized for the individual prospect.
Those planning to request $5,000 or more may show the gift opportunities
page with all of the investment levels from $2,500 to the top ranges. Many
prospects will choose an amount greater than their rating.

The other benefit of this approach is that many people can never bring
themselves to actually ask for a specific gift amount or range. The “Where
do you see yourself participating?” question avoids any direct mention of
the dollar amount. Therefore, many volunteers find this a very comfort­
able and gracious way of indicating the gift request range.

2.	 I hope you are in a position to consider a pledge of $X,XXX or more to help us . . .
Please notice that this phrase has every conceivable word to soften the

impact of the direct request. The phrases “I hope,” “you are in a position,”
“to consider”—when strung together—create the impression that the
volunteer solicitor has not judged the prospect’s capability to give.
Moreover, there is even an implication that the volunteer solicitor hopes
that the person is doing so well financially that he or she can make a
significant contribution.
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This golden phrase is a priceless addition to anyone’s fundraising
vocabulary. It is well worth memorizing and practicing until it sounds
entirely natural.

3.	 We would like to offer you an opportunity to make a significant investment in . . .
Your pledge of $XXX,XXX will allow us to . . .

Douglas M. Lawson, PhD, author of Give to Live, liked to stress the
importance of the two Os—offer opportunities. Significant projects grow
out of a sense of involvement. Donors who want to make a wholehearted
investment in your cause appreciate being offered an opportunity to
manifest their personal connection to your institution.

Be Quiet

After the closing question or closing statement has been posed, be quiet. Wait for
the response.

If ever there were a time when the expression “Silence is golden”made sense,
this is it. Salespeople like to say, “After the close, whoever talks first loses.”
Prospective supporters never lose by stating what is on their minds. However,
many contributions have been lost because the volunteer or staff member spoke
too soon.

What might happen if the fundraiser were to speak too soon? What is the
fundraiser likely to say?

In role-playing situations, observers note that it is human nature to project
one’s greatest fear and even put forward a response to a concern that the prospect
never even mentioned. Volunteers may say something like this: “I hope you are
in a position to consider a pledge of $25,000 or more [very slight pause]. But I
know you are very generous to so many other charities so anything you can do
would be appreciated.”

In this case, the fundraiser talked him or herself out of the gift before the
prospect even had a chance to think about the request.

Some people find it very difficult to wait for a response in utter silence. They
become very uncomfortable. Seconds seem like hours. Still, do not speak.

If, in the rare event that the prospective supporter appears also to have decided
not to speak first, and the tension gets to be too much, some fundraisers have
broken the impasse by saying, “My mother always told me that silence means
consent. Can I safely assume that your silence means that you have decided to
contribute the amount we have requested?” In this rare situation, words like these
can break the ice. The prospect might even laugh and contribute what was
requested.
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Respond Appropriately

To respond appropriately, fundraisers must know what the prospect is thinking.
After the closing, the prospect’s response is usually yes, no, or maybe.

If the prospect’s response to the request for funds is yes, repeat the under­
standing and tie down all of the details. Say: “Thank you so much; that’s very
generous. Let me make sure I have all of the information correctly. You are
pledging $2,500 a year for three years. Would you expect to be making your
contributions monthly, quarterly, semiannually, or annually? By the way, do you
prefer your acknowledgments as Mr. and Mrs. Harvey Generous or would you
prefer we list you as Harvey and Gladys Generous?”

By repeating the understanding, discussing pledge payment schedules, and
reaffirming acknowledgment details, the fundraiser is also taking a most important
first step in cementing the relationship with the donor and ensuring pledge
fulfillment.

If the answer is no, first determine what the no refers to. Say you said
something like “I hope you are in a position to consider a contribution of $2,500
to our annual campaign.” If the prospect says “I don’t think I could do that,” a
moment’s reflection will indicate that the person has declined to donate at the
level requested. A fundraiser might respond, “What level of support would you
be comfortable with?” or “Of course we need gifts at all levels. Might you be
more comfortable with a contribution of $500 or $1,000?”

If the prospect appears to be sayingno to a contribution, the fundraiser has several
options. In cases in which the prospect is extremely important to the campaign—
and the fundraiser believes that the prospect might respond favorably with a
pacesetting contribution in response to further cultivation—the fundraiser might
say, “Oh, please don’t decide ‘no’ today. Let me get you some more information
and we can talk about your involvement later.” If the prospect is not absolutely
crucial to the campaign, the volunteer or staff representative of the nonprofit might
suggest a pledge that can be contributed over a longer period of time or suggest a
more modest gift. If, however, the nonprofit representative senses a true and final
no, the fundraiser should graciously thank the prospect for his or her time, saying
something such as “Thanks somuch formeeting today. I hope that you are open to
my staying in touch with you to report on our progress, and that you may
reconsider a gift sometime in the future if you are in a position to do so.”

Most “maybe” responses come in the form of requests for time to consider the
contribution. In such cases, the solicitormight say, “I thought youmightwant some
time to think about this contribution. That’s why I put together these materials for
you to look over.When do you think youmightmake your decision? I can call you
in a week or two to discuss this. Would that work for you?”
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At this point, remember one of the keys to fundraising success: Do not leave a
pledge card!

Anyone who leaves a pledge card has lost control of the situation. Prospects
who say “Give me a pledge card and I’ll send something in” rarely do so.

Many contributions are lost because of a lack of follow-up. Keep the
solicitation process moving forward by pinning down the date or time frame
to call back for a follow-up meeting or decision. Then be sure to follow through
by contacting the prospect again.

After the Solicitation

Whether the prospective supporter said yes, no, or maybe, send a brief (preferably
handwritten) note of thanks for the visit. Of course, if the prospect said yes to the
request, also acknowledge the contribution or pledge. If the prospect is
undecided, use the thank-you letter to remind him or her of the request amount.

If the prospect said no, use the thank-you note to serve as a bridge to the
organization. Include phrases such as “Thanks for your time and advice yesterday.
I know that this is not the best time for you to consider a contribution to XYZ
Nonprofit Organization. However, let me send you some information from time
to time. The work we do is so uplifting, I believe you might enjoy hearing about
the organization as it moves forward with its services to people in our
community.”

The more personal the thank-you or other follow-up note sounds, the better.
Most organizations with mature fundraising programs find it necessary to
automate the acknowledgment process. However, even computer-generated
thank-you letters can be written to sound warm and personal. A thank-you
should not be sent via email unless a prospect has requested to only receive email
from you. An email is far too easy to overlook and lacks the personal feel of a
mailed thank-you message.

After writing the thank-you note for the visit, think of ways to involve the
supporter in the life of the organization. Is there a committee on which the
supporter might serve? What upcoming activities might the supporter be invited
to? Whenever possible, recruit the supporter for an active role. In all cases, keep
him or her well informed about the organization.

Solicitation Training and Role-Playing

We start with the premise that the people serving on the campaign team or on the
board of directors are intelligent people with a reasonable degree of interpersonal
competency. Most likely they are community leaders and people dedicated to
your cause.
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With this in mind, development professionals must be careful not to overtrain
team members or undermine their confidence. Most community leaders do not
need to be taught how to build rapport. The actual solicitation is a natural process
that can be handled any number of ways. The most important aspect of training is
to stress the importance of getting the appointment. Next, devote as much time
to role-playing as possible to increase everyone’s comfort level. Keep training
materials concise. The sample advice to the volunteer or staff solicitor in
Exhibit 8.7 might form the basis for the orientation session.

EXHIBIT 8.7 ADVICE TO THE VOLUNTEER OR STAFF SOLICITOR

Steps for Securing Major Gifts

Please consider going on your calls with a team member. If you decide to go solo, the following
suggestions might prove helpful.

Before the Solicitation

1. Make your own donation first. It will inspire confidence in your prospective donors.
2. When calling for the appointment, offer the prospective donor a choice of dates. Example:

“We can get together late this week or late afternoon on Monday or Tuesday. What works best
for you?”

3. Please do not slip into a solicitation when you are calling for the appointment. The most
important objective at that moment is to get the appointment. If the prospect asks, “Are you
going to solicit me for the campaign?” reply, “The most important thing now is that key
people such as yourself have a good idea of what’s happening. Should you decide to invest in
the campaign later, that would be your decision.”

4. Know your facts. Be familiar with the case for support. Be sure to read the literature in your
solicitor’s kit. More important, decide on a few key points that move you personally.

5. Know what you are going to ask your prospect. Please review the request amount on your
prospect list. In addition, the presentation materials contain customized gift opportunities
for each prospect. Practice saying a closing line based on this information.

Some examples of the most gracious way to ask for the gift are: “I hope you are in a position to
consider a gift of $2,500 to help us move forward.” OR “For this campaign to succeed, we will need
gifts at these levels [present gift opportunities page]. Where do you see yourself participating?”
Please memorize the closing sentence that works best for you. Remind yourself about the

importance of Silence after the ask.

At the Solicitation

1. Relax. Build rapport. Chat about the prospective donor’s interests and any common interests
you may share.

2. Speak about the campaign and how the projects will help your organization continue to better
serve the community. Ask some involvement questions. Listen to the prospective donor’s
thoughts about your organization. If the prospect asks a question or a concern you can’t
answer, make a note of it and tell the prospect you will get back to them with the answer; then
move on.
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EXHIBIT 8.7 ( C ON T I NU E D )

3. As soon as you have heard the prospect state a positive opinion, Close.
Present the gift opportunities page and ask for a contribution, suggesting a specific amount
or say, “For this campaign to succeed, we’re going to need pledges at these levels. Where do
you see yourself participating?” Then remain silent and wait for prospect to reply.

4. Tie down any loose ends. (Never leave a pledge card!) Repeat your understanding of the
total commitment and the approximate anticipated pledge payment schedule (for example,
annually in December, quarterly, or any special arrangements).

If the prospective donor needs more time to think about his or her decision, set up a date for a
follow-up meeting or reconfirm when the decision will be made.
Again, thank the prospect for his or her time.

After the Solicitation

1. Complete the Call Report Form to record the total gift or pledge and expected payment dates.
If the prospect has not yet made a firm commitment, use the Call Report Form to indicate the
follow-up date. Return the Call Report Form to the office with the results of the meeting.

2. Please make time to send a brief, personalized thank-you note to the person you visited. Of
course, all pledges and contributions will be promptly acknowledged and the donor(s)
thanked by our staff.

If there is something you don’t understand or are unsure about, don’t hesitate to ask. If you wish,
you can give the director a call for advice and encouragement a day or two before going on any
solicitation visit.
If you want a team member to make the solicitation with you, please let us know.
Thank you!

Remember to keep it simple and make every effort to inspire confidence.
Then reap the rewards.
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■

Direct Response: Mail and Online

Of all those arts in which the wise excel, Nature’s chief masterpiece is writing
well.

—JOHN SHEFFIELD, “ESSAY ON POETRY”

Direct response programs online and offline serve four functions: (1) to
acquire new donors—solicitations sent to people who have never donated

to your organization; (2) to encourage current donors to give again and
potentially increase their gifts; (3) to renew lapsed donors—solicitations sent
to previous donors who have not donated during the most recent year, or a longer
period, depending on how your organization defines lapsed; and (4) to bolster
public relations and provide information.

One of the critical lessons every fundraiser must learn is that direct response is
not about creating beautiful messages that emphasize design. Oftentimes, the
most successful direct response is the least attractive. Successful direct response
does the best job communicating in a way that is easily consumed by the
recipient. The message is easy to understand, and the call to action is impossible to
miss. It is hassle free for a donor to respond with a gift. Trying to create a work of
art both in terms of the words and the graphics is one of the most common reasons
direct response fails. Your reader is likely in a hurry and skimming the message
you sent (either in the mail or online). If that donor has to work too hard to
understand what you are saying, he or she will likely move on to another message.

So remember—it’s not about what you like; it’s what the donor will respond
to. That means your direct response must be conversational and give a clear
presentation of both the need and what you are asking the donor to do in
response to that need. If you are in any way ambiguous, you risk being ignored.
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Acquisition Mailings

Typically donor acquisition mailings do not pay for themselves in terms of the
cost of the mailing compared to the initial income received. However, as
donors renew and increase their contributions, their cumulative giving can
grow to significant levels, and future mid-level and major donors often first
gave to the organization from an acquisition mailing. Another challenge is that
some sources of new donors do not provide sustainable donors—those who
give year after year. This is especially true of donors who give to sponsor an
activity participant or to help fund a single project that appeals to them. As a
result, a fundraiser must continually work to recruit new donors instead of
cultivating relationships with ones already acquired. Moreover, any in-house
list will suffer from attrition over time. Some donors lose interest in the cause.
Some move away. People die. Financial circumstances change. In order for the
number of donors and contributed income to increase, nonprofit organizations
must actively seek to acquire new donors, and mailings are often one of the best
ways to do that.

A few words about the economics of donor acquisition might be helpful at this
time. For simplicity’s sake, consider a 10,000-piece mailing to nondonors as our
example. (Larger nonprofits may test multiple mailing lists of 5,000 names each as
a first step—with the expectation of mailing hundreds of thousands of letters to
the best lists in the future. Alternatively, a nonprofit may send the same mailing
with one variable—a different envelope, for example, or different letter copy—to
equal numbers of prospects from a single list.) Suppose creative, production, and
postal costs total $0.80 per piece. In this instance, it costs the organization $8,000
for the project. Now assume that there is a 1 percent response rate; this means that
of the 10,000 pieces sent, 100 respondents send in a contribution. Further assume
that the average gift is $36. Multiplying the $36 by the 100 donors means $3,600
in income is contributed. To summarize:

$3; 600 Income from 100 gifts@ $36 per average gift

�$8; 000 Expenses from 10; 000 pieces sent@ $0:80 per piece

�$4; 400� Net loss from the project

Does this make economic sense?
Many key volunteers, board members, or inexperienced staff may be quick to

reply that such results do not justify the effort involved in mass mailing to
prospects. Tomakematters worse, the results look even bleaker when larger-scale
mailings are contemplated. However, don’t be too quick to judge. This is one of
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the few counterintuitive cases in fundraising. Surface impressions and intuition
can lead us astray.

In this case, $4,400 was “lost,” but the organization gained 100 new mail-
responsive donors. Are the names of people who are interested in the cause and
who are mail responsive worth $44 each? Remember that between 25 and 50
percent potentially will donate again. So, with an aggressive renewal program and
mailings several times a year, costs can be recovered within one or two years. And
a number of these new donors will stay on the mail list for years to come. Many
will increase their gifts—some significantly. A few may even remember the
organization in their wills or estate plans.

To sum up, never make decisions based on one mailing alone. Examine the
mail program with a multiyear view. With such an outlook, donor acquisition
programs can become very significant.

Still, mail programs should be cost-effective. Ask, “What is a reasonable
amount to invest in a donor acquisition program?” Several rules that might help
are: If net income is gained from donor acquisition mailings, the program is highly
successful. Donor acquisition mailings that break even are still way ahead. If costs
exceed income, calculate the cost to acquire each new donor (net loss ÷ number
of new donors = cost to acquire a new donor). If the cost to acquire a new donor
is in the $50 to $65 range, it is probably an acceptable investment. Costs can be
recovered over the next several months and net contributed income increases as
the list grows. Another way of calculating the effectiveness of an acquisition
program is to monitor the ratio of the income to the total expenses. If 75 percent
or more of the costs are recovered, the program is doing very well. If between 50
and 75 percent of the costs are recovered, it is doing well. If results are not this
favorable, carefully analyze them to determine whether there are changes you
should make to justify continued investment.

Another question arises. How many donor acquisition pieces should the
organization mail each year? A number of factors enter into this decision,
including the organization’s attrition rate (that percentage of donors that do
not continue to give year-over-year), the number of mailable households in the
market, the funds available to invest, and how significant the mail program is to
the overall development effort. Still, some general rules might be helpful.

Assume that the goal is to increase the number of donors by 10 percent next
fiscal year. For simplicity’s sake, assume that there are 1,000 active donors this
fiscal year. Of course, not all of these donors will renew. An organization is doing
well if 65 percent of the donors renew their support from year to year. So, if an
organization does nothing other than communicate with existing donors, the
1,000 donors will decline to 650 donors. This is not good. Besides, the goal is for
the number of donors to increase 10 percent, to 1,100 donors. Thus, if no one
engages in donor acquisition, the organization may be 450 donors short of the
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goal. Therefore, to increase the number of donors 10 percent, those lost through
attrition must be replaced, and even more new donors must be gained. What can
be done to gain 450 new donors? Remember, typical response rates for donor
acquisition mailings range from 1 to 2 percent. Someone with access to a very
productive prospect list and who has a strong message with a mailing that has been
tested and refined over time might achieve the 1.5 percent response rate. Even
with this favorable response rate, 30,000 pieces would have to be mailed to
acquire the 450 new donors.

Consider this: The organization startedwith 1,000 donors; a 35 percent attrition
rate is anticipated; a goal of 1,100 donors was set; 450 new donors must be acquired
(350 donors to replace the normal attrition + 100 new donors); and a 1.5 percent
response rate was assumed. Algebraically, 1.5% × X = 450, where X equals the
number of pieces that must be mailed. Changing the expression, 450 ÷ 0.015 =
30,000. Thus, 30 times the number of original donorsmust be contacted to achieve
a 10 percent increase in the number of donors supporting the organization.

Even readers who do not understand the math can remember this:
The number of acquisition pieces mailed each year must be significant enough to both

replace donors lost through attrition and to allow growth of the donor file.
Critical to making any decision about acquisition mail is to determine your

organization’s attrition rate. You can calculate this for any 12-month period. First,
for the prior 12-month period, determine how many donors made a gift. These
may be first-time donors; those who made a gift in the prior 12 months and then
gave again in that 12-month period; and those who gave sometime before the
prior 12 months that were renewed in that 12-month period. Then determine
how many of those people gave in the current 12-month period. Subtract that
number from the number of donors giving in the prior 12-month period. Divide
the remainder into the number of donors in the current 12-month period. That
number expressed as a percent is your attrition rate.

For example:

Total donors in prior 12-month period 5,000

Number that gave in this 12-month period

Attrition Rate: (5,000 � 3,250) ÷ 5,000

3,250

.35, or 35%

Organizations with other sources of sustainable new donors each year may not
need to mail as much. Similarly, if income does not justify the long-term
investment or if cash flow cannot handle the acquisition program, modify the
program. If the number of names available in the market is not sufficient to grow
the current donor base, consider writing to the best prospect lists multiple times a
year—as long as response rates are favorable. For mail acquisition to work,
production costs must be kept as low as possible, and the organization must
continue to strive for even higher response rates and gift levels.
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The most important factor in the success of any program is the quality of the
prospect lists. Professional guidance in selecting lists and designing the acquisition
program can be very helpful. Often this will include using complex models that
identify prospects with the highest propensity to become donors to your cause.

In addition to careful list selection, be sure that the message is clear and
compelling. To achieve this aim, the organization may wish to work with
someone experienced in direct mail copywriting. One of the most important
things in copywriting is to keep the letter focused on the donor, not on the
organization. This may seem counterintuitive, but people want to help solve a
problem, not simply give you money so you can solve it on their behalf.
Successful copywriters show the prospective donor how supporting this particular
institution will help that person achieve his or her philanthropic goals.

A mail appeal that produces a high response rate and that garners a high average
gift level is generally the result of testing small differences to determine the best
combination of words, photography, design, color, components, and postage.
This package is considered the organization’s control package, and all new
acquisition mailings are tested against this control. When a mail appeal outper­
forms the control package, it becomes the new control.

In summary, acquisition campaigns are designed to attract new donors, not
dollars. If an organization has a proven acquisition program, consider a more
aggressive approach to grow your list at a faster pace. Try new lists. Expand the
number of people to whom the organization writes. The increased number of
new donors from an expanded mailing strategy should reward the effort. After
several years, net income from the mail program should increase as you develop a
control package and determine mailing lists that have the best response rate.

Renew and Upgrade

Once a person or business has contributed to the organization, it is most
important to renew that support. First, thank each donor promptly—preferably
within two days of receipt of the donation. Request another contribution after
providing proof to your donor of the impact his or her donation had on your
programs. It might be useful to wipe the phrase “annual support” out of
fundraisers’ vocabulary. The phrase implies that one contribution a year is
expected. In fact, the goal is to encourage multiple donations throughout the
year. Now, how is this accomplished?

In the first place, personalize mailings to donors. A “Dear Friend”mailing with
the addressing showing through a window envelope may make economic sense
for donor acquisition mailings. However, such letters are inappropriate when
mailed to people who already have contributed to the organization. Imagine
receiving a mass-produced letter from your mother, brother, sister, or best friend.
It just does not make sense. And, yet, some nonprofit organizations do not realize
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that the people who voluntarily contribute time, talent, and treasure are their best
friends.

Since the mailings to people on the organization’s donor list are being
personalized, the list can be segmented to create a much more individualized
feel to each letter. In every case, the donor can be made to feel special. The appeal
also should sound grateful but should assume continued support. The letter
should sound confident; the recipient is a friend. And he or she is being offered an
opportunity to serve and help. But the list can also be segmented with variable
copy being assigned based on giving patterns such a recency, frequency, and
dollar amount; geography; age; gender; or any number of other factors that make
sense for your organization. (See Exhibit 9.1 for a basic segmentation strategy
based on recency, frequency, and dollar amount only.)

EXHIBIT 9.1 MA I L S E GM EN T A T I ON

Dollar Amount
Annual Frequency High: $250+ Medium: $50–$249.99 Low: $1–$49.99

High: Mail 9 times/year Mail 5 times/year Mail 5 times/year
3 gifts or more (reduce if requested

by donor); highly
personalize mail;
Visit

Medium: Mail 5 times/year Mail 5 times/year Mail 3 times/year
3 gifts or more

Low: Mail 5 times/year Mail 3 times/year Mail 2 times/year
1 gift

Dollar Amount
Recency High: $250+ Medium: $50–$249.99 Low: $1–$49.99

Most recent gift Mail 8 times/year Mail 4 times/year Mail 4 times/year
within 3 months

Most recent gift Mail 4 times/year Mail 4 times/year Mail 2 times/year
within 6 months

Most recent gift Mail 4 times/year Mail 2 times/year Mail 2 times/year
within 12 months
(after 12 months,
place in lapsed
donor program)
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The donors in the top-left segments of the grid—those in the top-left boxes—
receive the most personalized letters. Perhaps the appeal envelope has a first-class
stamp. Perhaps the executive director, board president, or chief development
officer will write a personal note and hand-sign these appeals. Alternatively, these
donors may be invited to participate in a major gift club.

Donors who are mail responsive donate frequently throughout the year. They
should receive the most appeal letters. Many nonprofit organizations find that it
makes economic sense to mail 8, 12, or more direct mail appeals to their most
responsive donors. Others create a program with specialized mailings to com­
municate to donors who have indicated that they wish to contribute each month.
A special code might be used to differentiate those who expressed a desire to
receive fewer mailings. Most donor management systems allow coding to specify
which and how many mailings a prospect receives.

When multiple appeal letters are sent each year, the messages may vary. One
might tell a story from the organization’s food program and present an opportu­
nity to fund an aspect of that work. Another might talk about the winter cold. Yet
another might share the impact of the organization’s education and outreach
programs. In every case, share stories that show the impact of the program on the
people you help; talk about people, not programs.

The goal is to renew and upgrade the level of support. This brings us to the
most important rule in direct mail fundraising: You get what you ask for. Be sure to
ask for an appropriate yet challenging gift range for the prospect to consider. Find
several ways to ask throughout the letter.

Many fundraisers wonder about the length of the letter. The length is not as
important as the message. Your letter needs to be as long as necessary to make the
case for support and show the donor how a donation will have an impact. If your
letter is too short to communicate emotion and cause the reader to respond, or if
it too long so the recipient grows bored and puts it aside—it’s the wrong length.
Focus less on the length and more on telling the story through words that paint a
picture of need, a solution, and an opportunity to be part of that solution.

Once an organization has established the habit of upgrading donors, the most
generous donors should be moved into a personal cultivation program. This may
be accomplished through upper-level gift clubs that can be promoted by mail. In
addition, intensify the relationship-nurturing activities involving prime prospects.
Visit the best prospects. Get them involved. Finally, when appropriate, offer them
an opportunity to make a significant investment in the organization.

Lapsed Donors

A lapsed donor is a former donor who has not contributed for a period of time.
This time frame is defined by the organization. Many use one year as the dividing
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line between a current donor and a lapsed donor. Other organizations, especially
those with an annual renewal period, such as a museum or a zoo, may extend the
definition of “current donor” to up to 24 months. Still other nonprofit
organizations have found it profitable to communicate with donors for two
or more years after their last gift.

Lapsed donor lists are valuable assets for nonprofit organizations. A carefully
crafted appeal that lets past donors know that they are important, appreciated, and
missed usually produces net income. (Of course, the letter should sound as if it
were written directly to one individual.) The general rule most mailers follow is
to continue mailing to lapsed donor lists until the lists prove to be unprofitable.
This rule can be modified; perhaps an organization will continue to mail to lapsed
donors as long as the list is at least as productive as other prospect lists. Put another
way, periodically send mail appeals to lapsed donors as long as results are as good as
or better than mailings to people who have never donated to the organization. Be
very cautious about taking any name of a past donor off your in-house list. As
long as the name and address are valid, removing information rarely, if ever,
makes sense. Ninety-eight out of 100 such donors might never give again. But a 2
percent response rate can prove profitable. Besides, the lapsed donor might be
unable to provide current support but may have remembered the organization in
his or her estate plan.

If names must be removed from an in-house list, remember that some
fundraising professionals recommend not removing a record until it becomes
a 60-month lapsed donor. However, you should test your own mailing list to
determine when it is no longer a good investment to mail to former donors.

In addition to mailing, lapsed donors may be contacted by telephone.
Combined mail and a phone campaign with a specific offer tailored to what
the donor supported in the past can be particularly effective for renewing support
from lapsed donors.

Public Relations and Information

A well-crafted direct mail program can be an important component of an
organization’s public relations strategy. To accomplish this, consider the follow­
ing questions: Does the message of each appeal reinforce the organization’s public
relations and communications goals and give more insight into the mission? Do
the look, feel, and tone of the letter together enhance the image of the
organization? Is the timing and frequency of the letters consistent with relation-
ship-nurturing goals?

Once these questions have been answered, consider these: Does the organi­
zation have an educational goal that can be addressed effectively in the context of
a fundraising mail campaign? Will the educational message detract from
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fundraising effectiveness? If the answer to the first question is yes and the answer
to the second question is no, educational and fundraising goals can be accom­
plished with the mail campaign. Most people have seen this strategy at work: the
healthcare institution that includes the seven warning signs of cancer or a brief
tract on coronary risk factors in its fundraising mail; the homeless shelter that
explains the root causes of homelessness in its appeal; the religious institution that
incorporates an inspirational message with its request for support. When done
well, these educational messages strengthen the fundraising appeal.

Frequency

The question of how often to mail fundraising requests to the in-house list is one
of the most sensitive areas of resource development. On the one hand, there is no
benefit in offending loyal supporters by seeming to be greedy. On the other hand,
mail-responsive donors make frequent contributions to multiple organizations,
and no one wants to lose the opportunity to raise more funds for the organiza­
tion’s valuable mission.

Some nonprofits take the phrase annual fund drive too literally. They mail only
once a year—usually a year-end mailing in November or December, or a renewal
mailing in January. Other nonprofits with aggressive mail campaigns mail 12 or
more times a year. Many fall between these two extremes. What is right for a
particular organization?

A once-a-year mailing schedule is almost always a mistake. Donors enjoy
hearing about the organization and appreciate the opportunity to help. Four
mailings a year—especially when the approach varies—are rarely offensive to the
vast majority of donors. Organizations with a refined cultivation strategy for
major donors can always code the mail list to remove prime prospects from
routine fundraising appeals. One cautionary note: If prime prospects are excluded
from the ordinary fundraising mail, be sure that they are invited to special event
fundraisers they may enjoy. Also, be sure that they are approached in person or
through a highly personalized mail or phone appeal. Far more money is lost
because fundraisers never get around to asking than is lost because they ask
too often.

With proper segmentation, those who are highly mail responsive can receive
more letters than less responsive contributors. Contributors who make multiple
gifts throughout the year are the best prospects for the 8- to 12-times-per-year
mailing schedule. Assuming that an organization has a strong mail appeal and a
mail-responsive constituency, expect a 4 to 8 percent response rate from the in­
house list with each mailing, even if the organization sends appeal letters 12 or
more times a year. In such a case, it is difficult to imagine a reason not to mail
frequently.
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Fundraisers who adopt a strategy that calls for multiple mailings throughout the
year must create a number of promotion codes for their database. With a
thoughtful approach, a number of objectives can be achieved. The most
mail-responsive donors will receive the most appeals. People who complain
about frequency can receive far fewer letters. Those who are about to be
approached for a major gift can be excluded temporarily from the mail campaign.
Longer-term lapsed donors can receive just one or two mailings per year plus a
phone call. Monthly donors can be put on a special track—and receive thank-you
letters, reminders, and envelopes. No organization should offer just two
choices—get everything or get nothing. To do so is to limit your potential
for raising funds, and limit your constituents’ opportunities to engage with you
and share in the fulfillment of your mission.

Ensuring Success

A number of factors can help ensure the success of any campaign. Fundraising
professionals have traditionally estimated that the list itself accounts for 50 percent
of the effectiveness of a mail program, the offer accounts for 30 percent of the
response, and the creative presentation accounts for 20 percent of the results. For
some organizations now, the medium is also a factor—the right mix of offline and
online messaging that reaches the target audience.

Nonprofit organizations need a compelling case for support and a strong
appeal. But the most important success factor for a mail program is list selection. It
doesn’t matter how strong the appeal is if it is sent to people who are not
interested in the cause, who are not mail responsive, or who do not have
disposable income.

A proper creative presentation ensures first that donors are more likely to open
the carrier (outer) envelope. Unless the envelope is opened, a donor or prospect
will never have the opportunity to consider the appeal. A sense of urgency should
be conveyed. A decision that can be put off for a period of time is sometimes
forgotten. For this reason, many letters say, “Please send in your contribution
today.” If funds are needed to shelter the homeless right now, say so. If matching
funds must be raised right now, say so.

Most of all, ensure the long-term success of a mail program by continually
tracking results. Make incremental improvements. What are the response rates for
each appeal? What is the average gift from each appeal? What is the return on
investment (ROI) for each appeal? Where is your biggest opportunity for
improvement?

Most fundraisers have heard the direct mailer’s mantra: Test, test, test. This
mantra does not apply merely to sophisticated direct mailers. Rather it should be
the guiding principle of every development professional. Testing is not difficult.
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For example, to learn which of two prospect appeals is stronger, test mail several
thousand pieces using each package. In this way, a highly effective control
package can be created and chosen. This control package will be the basic direct
mail acquisition appeal until a variation or appeal that outperforms the control
package is discovered. At this point, the organization will have a new control.

Even if your mailing list is small, you can test two or three outer envelopes to
see which one garners the most response. Again, the contents inside the envelope
do not matter if the potential donor never opens it. Therefore, finding the
envelope that generates the best response is an important first step to direct mail
success.

Once a strong appeal is created, make every effort to test only one variable at a
time. To learn whether your appeal is stronger with or without teaser copy on the
outside envelope, for example, test the two kinds of envelopes; leave everything
else identical. Similarly, to know whether an ask for $50 is more effective than an
ask for $35, alter the dollar request only; leave everything else identical. If the
letter has a new second paragraph and the response card also is altered, no one will
know whether the test results are due to the language or to the response card.

In summary, select effective lists, develop a strong appeal, enhance creative
presentation, and convey a sense of urgency. Test, track, and analyze results.
Finally, make the incremental improvements that will help garner dramatically
increased contributed income.

Elements of the Appeal Package

A typical fundraising appeal package has the following elements: the outside
envelope, the appeal letter, the response device, and the return envelope. There
are many additional possible enclosures, but these should only be used if they
enhance response.

Outside Envelope

Besides serving to hold the contents of the package together, the outside—or
carrier—envelope has one main function: to get the recipient to open the
package. (See Exhibit 9.2.) A number of techniques help. Teaser copy on the
outside envelope stimulates interest with a short question or phrase. Examples
may include: “Important survey enclosed,” “Photo enclosed, do not bend,” “A
letter from [celebrity’s name],” “Urgent! Only 45 days left,” the organization’s
slogan, or, better yet, a brief phrase that arouses interest and hints at the main
message of the enclosed letter. A first-class stamp on letters to high-end donors
may increase response and should be tested; nonprofit stamps tend to outperform
metered mail or a printed indicia. Whenever possible, directly imprint (mail­
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EXHIBIT 9.2 Ou t s i d e E n v e l o p e
Source: Reprinted with permission from Metroport Meals On Wheels, Roanoke, TX.

merge) the outer envelope, especially for donors who give larger amounts; this
format tends to do better than using a window envelope or a mailing label. Vary
the look of mail appeals by using a colorful or non-standard-sized envelope, or
use creative artwork or a photograph on the outer envelope. You may also want
to add copy and/or a photo to the back of the envelope to give yourself one more
opportunity to engage the potential reader.

Use the more expensive techniques (stamps, personalization, etc.) for mailings
to the best prospects—those who give larger amounts more frequently. When
designing mass donor acquisition appeals, concentrate on list selection and
message—but do everything possible to keep production costs as low as possible.
For acquisition mailings, the “Dear Friend” letter and a window envelope is
just fine.

Appeal Letter

A great fundraising letter is one that elicits a high response rate and a relatively
high average gift. (See Exhibit 9.3.) Too often, development professionals are
caught up in personal likes and dislikes as well as thoughts concerning what a
proper business letter might be. Instead, successful letters should be examined to
determine what they have in common. Exhibit 9.4 provides a brief checklist of
effective mail strategies.

Writing the copy for your letter with the donor in mind is essential.
Remember, your donor knows far less about the organization, so you need
to avoid jargon and use your words to paint a mental picture. This is not
“dumbing down” the copy; it is recognizing who your target audience is and
talking to that person.
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A P P E A L L E T T E R

(Continued )
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EXHIBIT 9.3 ( C ON T I NU E D )

Source: Reprinted with permission from Metroport Meals On Wheels, Roanoke, TX.

Effective direct mail copy is simple, and it is concrete. It is written to sound like
a conversation in print, using language the reader uses. There are examples that
help explain the offer and often a story to show the impact a gift can have. The call
to action is crystal clear. Most important, it is about the donor, not the
organization: what you (the donor) can make possible when you give.

Response Device

Response devices or forms have two main purposes: (1) to convey the donor’s
name, address, and gift amount as an aid to record keeping and (2) to repeat the
main message and encourage the mail recipient to respond with a contribution.
(See Exhibit 9.5.)

Here are some rules to remember when creating a response form:

• Tie the response device to the letter. For example, if an appeal letter told the
story of Jimmy, a child in need, the response device might say: “Yes! I want
to help children like Jimmy. Enclosed is my contribution of $ _.”
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CH E C K L I S T F O R E F F E C T I V E F UNDRA I S I N G L E T T E R S

□ Effective letters use the word you much more than the words I or we.
□ Effective letters use strong or dramatic opening paragraphs.
□ Effective letters use short paragraphs—often one-sentence paragraphs. Few, if any, para­

graphs are longer than four lines.
□ Effective letters have plenty of white space—wide margins, indented paragraphs, wider line

spacing.
□ Effective letters use a font style and size that is easy for anyone of any age to read. This is

generally a minimum of a 12-point font size.
□ Effective letters sound as if they are a conversation from one person to another person—

never to a group or mass of mail recipients.
□ Personalized, computer-generated mail-merged letters produce higher return rates than

“Dear Friend” letters.
□ Longer letters tend to produce higher response rates than short letters. But there have been

many great one-page letters, so this is a key area for testing.
□ Letters that suggest a specific donation amount produce larger average gifts.
□ To be effective, fundraising letters must arouse interest, state a problem, tell how the donor

can help solve the problem through a contribution, and ask for the contribution.
□ Effective fundraising letters reflect the personality of the organization or writer.

• Separate the response device from the main letter. Generally, a loose reply
slip will produce a great response than one that is attached to the letter.

• Have a response device that is separate from the reply envelope. A “bang­
tail envelope” (a reply envelope with an oversized flap that serves as the
reply form) is typically less effective.

• A response device on a contrasting paper or card stock tends to produce
slightly higher results than one that matches the organization’s stationery.

• Personalize the request amounts whenever possible. A person whose last gift
was $250 should not receive a letter with a response device that requests
$15, $25, or $50. Gift categories of $150, $250, $350, or $500 would be
more appropriate.

• Try listing gift amounts in reverse order—starting with the highest gift levels
on the left and proceeding to the lower gift levels as the eye moves to the
right. Alternatively, test listing the middle giving option in the first position,
followed by the smaller amount and then the larger amount.

• If you mention specific dollar amounts in the letter, match the reply form to
those. Don’t say, “$25 can do this,” but then only ask a donor for $100,
$125, or $150. Instead, use variable text in your letter based on the
recipient’s past giving history to explain what gifts of different sizes can
make possible.
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EXHIBIT 9.5 S amp l e R e s p o n s e D e v i c e
Source: Reprinted with permission from Metroport Meals On Wheels, Roanoke, TX.

• Include “other” or $__ as a gift option.

• For larger donors, consider eliminating the specific dollar asks and using
only $__.

• Allow enough space for writing in a credit card number and related
information. Making it easy for the donor to give is essential.

• Include an option for giving online, using a URL (website address) that is
easy for the donor to type into their Internet browser.

• Always include the name and mailing address of the organization on the
response card. Some donors lose their return envelopes and need the
information to send in a contribution.

• Whenever possible, send response forms with the name and address filled in
by the computer system. In that way, the donor does not even have to fill
out the form unless there are corrections.

• Include the donor’s account (donor) number and a unique identifying code
for the mailing on the reply form. This makes gift processing much easier
and allows you to track the results of the mailing.
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EXHIBIT 9.6 R e t u r n E n v e l o p e
Source: Reprinted with permission from Metroport Meals On Wheels, Roanoke, TX.

Return Envelope

Some nonprofits find that the postage-paid business return envelope (BRE) is
crucial to the success of their direct mail, while others—through testing—have
found that a courtesy reply envelope that asks the donor to use his or her own
stamp is best. (See Exhibit 9.6.) The BREs simplicity is its strength. Donors don’t
have to find a stamp; they don’t even have to address the return envelope.
However, you have to set up a business reply mail account with your post office,
and there is a fee for each envelope returned, over and above the first-class postage
charge.

For donors who give larger amounts, some organizations have found that using
a reply envelope that has a first-class stamp affixed is the most profitable
alternative. This is something that should be tested before rolling it out to a
large group of donors.

For acquisition mailings, a postage-paid envelope (BRE) is recommended
because the response rates will be significantly higher. Test the in-house list to see
whether the savings from the switch to donor-supplied stamps is greater than the
potential lost contributions. Be cautious. Do not omit the postage-paid response
envelope without testing.

Once decisions have been made on which type of response envelope to use
and whether to use a postage-paid envelope, focus on design issues related to the
response envelope. By and large, it should be kept simple. The post office has very
specific rules about “clear zones” (where you can and can’t put copy or artwork),
as well as the contrast of paper color and ink color. However, creative copy on the
left side can serve to reinforce the message and encourage contributions. Phrases
such as “Please rush!” or “emergency response enclosed” may increase response
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rates. You should avoid anything that suggests there is money inside the envelope
as some donors will be concerned about the mail being stolen and thus will not
use the envelope. If you use a person’s name in the address block (i.e., XYZ
Organization, ATTN: Pat Smith), it should be the name of the letter signer; using
a name that is not recognizable to the prospective donor can be off-putting as it
may suggest fraud. You also should have space in the upper left corner (possibly
with lines) for the donor to place an address label or write in his or her address.
This can serve as a helpful identifier if the response form is not returned.

The post office will supply the artwork for a BRE. This layout includes your
permit number, facing identification mark (FIM), and a bar code. Using the
correct artwork for the BRE can save you money. (To get the lowest postal rates,
the carrier and return envelope must be bar coded.)

Additional Possible Enclosures

At times, any of the following additional enclosures might improve response rates:

• Lift notes are shorter letters or notes that accompany the main letter. Often
they are signed by celebrities, a respected board member, or even a recipient
of the assistance the organization provides. They contain a brief but punchy
call to action, but this needs to reinforce the offer in the letter, not introduce
a new need.

• Involvement devices, sometimes called bouncebacks, are inserts that you
ask the donor to sign or write a note on and return with his or her gift.
These are then given to recipients of assistance. For example, a food pantry
may include a bounceback of a Thanksgiving card, or a senior center may
ask donors to sign a small encouragement note for someone who will be
helped as a result of the gift. Involvement devices can be very effective in
increasing response rates but should be used sparingly so they don’t become
expected. Also, be sure you have a way to actually use the bouncebacks that
are returned, and be prepared to visually scan each one to be sure nothing
inappropriate was written on it. If possible, include a story in a future
newsletter showing how they were used.

• News articles about the organization can add credibility to the appeal if they
are related to what you are asking the donor to support. These require
permission from the publisher to reproduce. You may want to highlight the
more relevant paragraphs or sentences to make it easy for the donor to
extract the most pertinent information.

• Petitions may be helpful for political action groups.

• Brochures can tell a lot about the organization in an attractive format. Be
careful, however. Testing often indicates that mailings may receive a lower
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response rate when a brochure is enclosed. Besides, a brochure can add
substantially to the mail costs. To say more, use a longer letter rather than
introduce another piece that may take the reader away from the need and
the opportunity for him or her to respond.

• Surveys have the potential to increase response rates and average gift
substantially.

• Magnets, calendars, address labels, or other “freemiums” (something that
is included in the mailing as a gift to the donor) are helpful with some
donors and for some organizations. However, if such devices are used,
clearly state that the donor is under no obligation to contribute or return
the freemium. It is unethical to send out unordered merchandise without
such language. Moreover, some mail experts find that free gifts attract
only small gift amounts, and these donors may be difficult to upgrade or
convert to repeat contributors without continually offering additional free
gifts.

As always, test these elements to see whether they are a cost-effective
addition to the overall mail appeal package. Remember to test only one
variable at a time.

Mail Lists

It has been said before, but it is worth repeating: The list is even more important
than the message and appeal package.

A productive list for an organization’s acquisition efforts consists of mail-
responsive people who share the values and have an interest in the cause, plus
are financially able to contribute. Conversely, an unproductive list would be
one with undeliverable names and addresses, people who are not mail
responsive, people who have no interest in your cause, or people who do
not have any disposable income. With such a list, it is virtually impossible to do
anything right.

A productive list for an organization’s ongoing cultivation efforts includes
recent donors and those who have given in the not-too-distant past. Gener­
ally, your best donor will be the one who has given most recently, so a person
should not be excluded from a mailing because he or she gave a month or
more ago. Also, people who have, in the past, supported the cause that you are
writing about may be more responsive to being asked to support that cause
again, even if it has been several months or even a year or more since they
last gave.

There are four main sources and types of mail lists: in-house lists, lists provided
to an organization, rented lists, and exchanged lists.
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In-House List

• Current and past donors. An organization’s most important asset is its list of
current and past donors. A person who already has donated to the
organization is far more likely to donate again than someone who has
never contributed. Maintain accurate records. Keep the list up to date.
Secure your mailing list and keep offsite back-ups.

• Prospective donors with a relationship to your organization. People who have had
a positive relationship with the organization—alums, season subscribers,
patients, members of the congregation, vendors to your organization, event
participants, volunteers, board members—are much better prospects than
people with no relationship to the organization. Yet many nonprofits never
take the trouble to gather all of the in-house lists into a single database—and
make these lists available to the development office or to the people
responsible for fundraising. Few investments are as valuable as the time
and effort devoted to compiling a comprehensive in-house list of potential
supporters.

• Other prospective donors. Fundraising professionals find it helpful to gather lists
of affluent individuals or businesses that have not yet donated to the
organization. The names on this list are of people who have been generous
to other causes and potentially have some interest in the mission of your
organization. The letters these people receive may result in a contribution.
Even if the appeal letter does not result in a gift, the potential donor will
have heard more about the organization and the people it serves. While the
most effective relationship-nurturing strategy involves highly personalized
face-to-face encounters, putting the most affluent potential donors on the
in-house mail list can be fruitful. The fundraising letters, newsletters, and
email messages they receive can serve as an important adjunct to the
cultivation process.

Lists Provided by Supporters or Otherwise Made Available

• Friends or board members’ suggestions. Key volunteers, staff members, and
board members can be encouraged to furnish names, addresses, and phone
numbers of acquaintances and business associates. Keep track of the source
of each prospect gathered by using the “Source Field” or other appropriate
field in the database system to record the name of the person who furnished
each prospect’s name. If the source of the name is recorded, you can use this
in the letter text when appropriate (and with the person’s permission).
Volunteers, staff members, or board members can sign or personalize the
fundraising letters to people they know. Similarly, if a board member or a
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key volunteer asks whether any of the prospects he or she suggested ever
donated, a report selected by the “Source Field” can be run.

• Names referred by donors. From time to time, ask your donors to provide
names and addresses of people who might be interested in supporting your
work, as well. Typically, your donors have friends and family with similar
interests to theirs, and these people potentially may also support your cause.
Let the donors providing the referrals know what you will do with the
names. We recommend mailing to them only once (unless they choose to
respond) and not mentioning the name of the person who recommended
them. These small assurances make it more likely that donors will provide
names. A regular program of requesting referral names from donors and
mailing a single letter to them that invites them to become a partner in your
work can be an effective means of adding people to your donor file.

• Clubs, affluent groups, professional associations. At times, someone will offer
membership lists of athletic clubs, civic organizations, professional associ­
ations, private schools, and the like. These may be fruitful but not always.
Before adding such directories to the in-house list, ask the person furnishing
the list to mark the best prospects for the organization. Alternatively,
conduct a very small-scale test. Put 200 to 400 of the names on the in­
house list, and check results after several mailings. If a 1 percent or better
response rate has been received, add the remaining names to your in-house
prospect list. Be careful to place an appropriate code in each record,
indicating the nature or source of the list that the name came from.

Lists Rented from List Brokers

Virtually no large-scale, sophisticated direct mail program is possible without the
use of rented lists. If an organization has the potential for a large-scale regional or
national direct mail program, list brokers can provide access to hundreds or tens of
thousands—even millions—of prospects. Nonprofits with a more local appeal
also can turn to list brokers as a source of thousands of qualified prospect names
and addresses.

List brokers deal with three main types of lists:

1.	 Compiled lists. These lists are composed of names and addresses of people
who have something in common. They are brought together from various
sources, such as newspapers, directories, or voter lists. Such lists are among
the least expensive—and among the least productive—to rent. Just
because someone lives in a “good” zip code or drives a certain car
does not mean that he or she is mail responsive or has any interest in
your cause.
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2.	 Commercial lists. Some magazines and some catalog sales companies rent
their lists. These lists can be useful if the magazine or catalog is of interest to
the kind of people who support your organization.

3.	 Donor lists.These lists are your best bet. The results of sending appeal letters
to people who donate to similar organizations will outpace almost all other
donor acquisition strategies. The results may compare favorably to writing
to modest-income and affluent nondonors who have a relationship with
your organization.

Many list brokers offer modeling overlays to identify, from all the names you
rented, which ones are most likely to actually respond to an offer. Although there
is a cost for having a list modeled and you will end up renting many names that
you won’t mail to because they don’t meet the model’s criteria, this can be a
significant cost savings as you don’t mail to people who most likely aren’t
interested anyway. Typically, a model uses a proprietary algorithm and is built
over time, constantly being refined to take advantage of new learnings.

List Exchanges

It is fair to say that the idea of exchanging donor lists is anathema to many
nonprofit organizations. They dislike the idea with a passion. Yet, leading direct
mail authorities consistently recommend that nonprofits consider exchanging lists
when possible.

Opponents of list exchanges fear that their donors who receive multiple
competing appeals may become irritated at receiving more direct mail solicita­
tions andmay even stop contributing to any organizations. Another fear is that the
donors will respond to the new offer and stop supporting the original organiza­
tion that provided their name. Based on experience, however, direct response
experts have found that list exchanges make economic sense. In the first place, the
organization saves money on list rentals. Second, the nonprofit organization has
the potential to receive thousands of names of people generous to similar causes.
Third, there is a good chance that the donor is already giving to more than one
organization; research shows that people regularly support four or more nonprofit
causes. Fourth, people will receive many mail appeals, with or without the list
exchange; you can’t control what’s in their mailbox. Finally, the potential for
increased income with little work on your part far outweighs any potential loss.
However, an organization can offset any reservations it has about list exchange by
only renting the names of lapsed donors.

Keep in mind that privacy is a major concern of donors. Therefore, it is wise to
inform your donors (on the back of the reply form and on your website are good
places) that you rent or exchange your list with other organizations and give them
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an option to opt out of having their name shared. Alternatively, you can give
them the option of opting-in to any list exchange.

Mail Preparation: What to Do In-House;
What to Do with a Mail House

Preparing a mass mailing is a labor-intensive job with many tasks: database
cleanup and list preparation; segmentation decisions; obtaining accurate counts of
the number of pieces to be mailed; refining the budget; copywriting; design;
choosing a printer, ordering stationery and envelopes, and printing specialty
material; determining the correct postage amount based on sorting requirements
of the post office; choosing and communicating with the mail house; preparing
the database for the mail house; setting up the mail merge to select the correct
data; stuffing and matching the envelope (if window envelopes are not being
used) and response cards (if imprinted) to the appropriate letters (if personalized);
bundling and preparation for the post office; and, finally, delivering the mailing to
the post office.

One key task is deciding what work to perform in-house and what should be
contracted out to a mail house.

Mail houses are sometimes referred to as lettershops. Many mail houses offer full
service from design to printing to doing the mailing itself. Some are expensive;
some are extremely reasonable. Some provide shoddy or mediocre services; some
are excellent—and can be significant strategic partners with an organization.
When starting out, ask around. Get recommendations and visit the mail houses
being considered.

It is possible for nonprofit organizations dealing with mailings of perhaps as
many as 10,000 or 20,000 pieces to handle the entire project in-house.Whether it
is prudent to do so is another question. While an organization can save on mail-
house preparation costs, the value of the staff and volunteer time must be
considered, as should the costs related to wear and tear on office equipment.
In addition, a well-run mail service—with its specialized knowledge of postal
regulations—can save an organization thousands of dollars each year in postage.

With these thoughts in mind, many fundraising professionals recommend that
mailings of more than 2,000 or 5,000 pieces be handled as much as possible by a
mail house. Of course, much larger mailings—50,000, 100,000, or perhaps 1
million pieces—are virtually always handled by a qualified mail house.

Organizations that mail fewer than 5,000 pieces per mailing tend to have small­
to-medium-size development staffs—people who are stretched with too much to
do and too little time to do it. The internal development staff should be devoting
its time as much as possible to major gifts, planned gifts, seeking sponsorships for
the special events, preparation and support of capital and endowment campaigns,
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grant writing, and other high-payoff activities. A gifted person who is a good
copywriter and understands direct mail solicitation can be a plus for any staff. But
such a person should not be spending days and weeks each month overseeing the
preparation of mail. Again, this work can be done more economically by a
qualified mail house.

Among the services offered by all mail houses are:

• Mail-merge: personalizing each component of the mailing, inserting the
correct data or a default if that field is blank

• Merge/purge: combining multiple mailing lists into one and removing any
duplicates

• Standardizing addresses and sorting to generate lowest possible postal rates:
presort, Coding Accuracy Support System (CASS) certification, bar coding

• Metering or stamping

• Advice in all matters dealing with postal regulations

• Collating, folding, inserting, and sealing mail package components

• Quality control to ensure that the components of the mailing match; this is
often a process of spot-checking every nth piece as well as using scan codes
to allow the computerized equipment to accurately match each personal­
ized piece of the mailing to the other personalized pieces

• Preparing postal reports

• Delivering the mailing to the post office

In addition, some mail houses provide the following services:

• Design and copywriting

• Mail list maintenance

• List provision

• It is important to be certain the mailing house knows and applies best
practices for direct mail fundraising before hiring them to write copy or
design the mailing. Print fundraising is different from online fundraising and
from commercial marketing. Failing to follow best practices can signifi­
cantly reduce your results.

In working with a mail house, the responsibilities of a development profes­
sional include:

• Obtaining the nonprofit bulk rate permit and establishing the business reply
mail account well in advance of the mailing.

• Cleaning the in-house list and preparing it in the format needed by the mail
house. Most service providers have specific requirements and formats they
can use.
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• Communicating with the mail house. The lettershop will need to understand
whichfields to select for variable copy. Perhaps a special situation exists, such as a
database that has the companyname in the last namefieldbut automaticallyflip-
flops the two fields to produce an appropriate-looking label or direct printed
address. In any case, the fundraiser should communicate with themail house to
be sure that the database and merge instructions are completely understood.
The fundraiser also might need to communicate with the mail house concern­
ing other issues, such as salutations (some databases have more than one
salutation field or other related issues that must be dealt with), references in
the body of the letter to past or largest gifts, other fields used in the letter, and
defaults in case any required field is blank or nonsensical.

• Providing written instructions concerning how the appeal contents should
be inserted in the carrier envelope. The mail date must be stated clearly.

• Providing package codes for each segment. When testing multiple lists or
conducting other split tests, it is imperative that the response forms be coded
for the appropriate list. That way, the data enterer can enter the appropriate
list code when the gift is recorded.

• Reviewing and signing off on proofs before printing and on merged letters
before the entire mailing is completed. This single step can save more grief
than any other. Donors and prospects can be highly offended if they are
addressed incorrectly, and mail that is incorrectly addressed likely will not
arrive in the intended recipient’s mailbox.

Post Office

Postal regulations are constantly changing. A wide range of postal rates are
available to nonprofit organizations. Enhanced carrier route sorting, Standard
Mail, CASS certification, zip+4, bar coding, presort—all contribute to lower
postal rates. Moreover, the post office will not accept a bulk mailing that is not
properly prepared and bundled.

Keep in mind that some lower-cost postage options—such as Nonprofit
Standard Mail—have slower delivery times; these can vary greatly from one
market to the next. Monitoring this by “seeding” yourself and others into the
mailing file will help you track delivery trends and make postage decisions based
on actual experience.

If the organization is dealing with a mail house, the service provider will
monitor postal regulations and do most of the work needed to get the lowest
postal rate. Still, it is best to stay aware of postal regulations and communicate
with the mail service provider early in the production process. These early
consultations can help ensure a successful outcome and significant savings.
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Email Appeals

Sending an appeal by email—an eAppeal—is an important stand-alone fund-
raising tool, as well as a component of a robust multichannel fundraising program.
Organizations may send out an eAppeal to announce the launching of a special
fundraising campaign and follow it up with a letter. Conversely, they mail send
out an appeal letter and follow it up with one or more eAppeals to reinforce the
offer. Some eAppeals are “stand-alone” fundraising efforts, as well.

Many of the same best practices for writing direct mail copy also apply to
eAppeals, and fundraising rules still apply. A key thing to consider is the “from”

line. This should not be misleading or from someone who is not known to the
potential donors; otherwise, there is a strong likelihood that a person will discard
the eAppeal without opening it.

Fundraisers also need to pay attention to the subject line. Like the teaser copy
on an envelope, the subject line can invite people to open the email, to keep
reading, or to ignore the message. Careful attention should also be paid to the pre-
header text; this is the text that appears in the preview space when a person looks
at an email in an email client. Oftentimes, this is used to provide a “house­
keeping” line, such as, “Click here to see this email as a web browser.” Instead,
this should be used to motivate the reader to open the email.

Your eAppeal should also have multiple call to action (CTA) buttons and
hyperlinks for connecting to the donation page of your website. Your goal is to
make it extremely easy for anyone to give, wherever in the eAppeal they are
when they decide to respond. Finally, where you direct a potential donor is
important. Simply having your hyperlinks go to the home page of your website is
a good idea. At a minimum, they should immediately go to the donation page;
ideally, this will be a unique donation page that references the same offer and
dollar amounts as were in the eAppeal. Studies have shown that the more times a
person has to click to get to the donation page, the more likely they are to quit the
process.

As different devices load graphics at different rates, avoid having so many
design elements that the eAppeal loads slowly. Research has found that, at the
time of this writing, you have only three seconds or 12 words to convince the
recipient that any email is worth opening and reading.

In addition to having an eAppeal that loads quickly regardless of the device
on which it is being read, keep in mind that designing an eAppeal is not like
designing a direct mail appeal. Readability studies show that for printed
material, a serif font (one with small lines at the end of characters), such as
Georgia, is easier to read and comprehend, while for electronic communica­
tion, san serif fonts, such as Arial, are generally considered easier to read and
scan in the body copy. You should also avoid excessive use of bold or italic
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text, and don’t underline except for links. Finally, if you create a unique
landing page for an eAppeal, use the same fonts and design elements in the
message and on the landing page.

Since 2003, the United States has had national standards for commercial email,
which is defined as “any electronic mail message the primary purpose of which is
the commercial advertisement or promotion of a commercial product or service.”
The act that established these standards is known as CAN-SPAMAct (which is an
acronym for “Controlling the Assault of Non-Solicited Pornography and
Marketing”). State attorneys general, the Federal Communications Commission,
and individual Internet Service Providers (ISPs) can enforce CAN-SPAM, and it
preempts state laws governing unsolicited commercial emails. It is important that
fundraisers realize that, unlike the government Do Not Call List, CAN-SPAM
does apply to nonprofit organizations.

However, CAN-SPAM does not apply to email messages that are considered
relationship or transactional (such as sending a shipping confirmation or providing
material that was requested by the recipient). For the purposes of this act,
fundraising appeals are considered commercial.

According to the FCC, there are seven major requirements to be CAN-SPAM
compliant; these include (1) identifying the email as an advertisement; (2) not
using incorrect or misleading subject lines; (3) not using incorrect or misleading
header information; (4) including the address of your physical address; (5)
providing clear instructions for opting out of future messages; (6) honoring all
opt-out requests in a timely manner; and (7) ensuring CAN-SPAM compliance
on any messages that are sent out on your behalf.

Fundraisers and nonprofit leadership need to ensure compliance with this act.
There are sizable fees for violating CAN-SPAM, and ISPs can blacklist a sender
that fails to comply, meaning they will not allow your mail to be delivered.
Generally, a reputable email service provider can guide you through the process
and help ensure your adherence to the requirements of this act.

Social Media and Text-to-Give

Although nonprofit organizations have generally enthusiastically embraced social
media, for many this tool has yet to realize the hoped-for potential as a fundraising
tool. While some social media fundraising campaigns have been immensely
successful, the vast majority have resulted in less-than-stellar results. As many
organizations have chosen to move the majority of their communication online,
this has proven to be a concern for fundraisers. While the cost of maintaining
social media sites is far less than sending out a mailing, for example, people need to
be pushed to go to an organization’s website or social media feed; offline
communication or email is often most effective in doing that.
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Different social media platforms appeal to different age groups, although there
is certainly generational crossover on major sites. At present, Facebook is the
largest social networking site, followed by other sites such as Twitter, LinkedIn,
YouTube, Instagram, and Pinterest. The popularity of one site or another (as well
as the very existence of some sites, given acquisitions, mergers, and dissolution of
the company) makes it challenging for a nonprofit organization to knowwhere to
focus its attention. In general, have an active presence on the largest platform or
two, and add in others as your time permits. You may also choose to be active on
a site that has a large audience of people that you hope to attract to your cause, as
well as another with users that more closely resemble your donor demographic.

Fundraisers should have very modest goals for a social media presence. To
attract and retain followers, you have to regularly create content that is interesting
to your audience. A large percentage of social media users indicate that they share
posts to show their support for a cause or highlight issues that are important to
them. Yet these same followers will un-follow an organization that posts too
often or too little, posts content that is uninteresting to them, or for any number
of other reasons.

Social media can be used to share information, especially if you include
photographs or graphics; in fact, posts with graphics get significantly more “likes”
or “shares” than those without graphics. Occasionally, you can solicit volunteers or
encourage engagement with your cause, and an infrequent request for donations
(with a link to your website) is certainly appropriate. However, you may find that
there are few donations that you can link back to your social posts.

Another challenge of social media is that the likelihood of your posts showing
up in the feeds of people who “liked” your page is totally unpredictable and at the
mercy of algorithms established by the social media site managers. These often
skew toward stories posted by the organizations and individuals the user interacts
with the most, and how long the post is displayed can be impacted by how many
comments and likes a post receives.

The best use for social media for most nonprofits at this time is event
promotion, peer-to-peer fundraising support, and engaging with people to
help them feel an emotional connection to your mission. Over time, there
may be replicable models for monetizing social media by nonprofit organizations,
but at present, successes in fundraising on social media have been mostly
unanticipated and serendipitous.

Newsletters—Print and Electronic—as
Part of the Direct Response Program

In his seven principles to increase donor loyalty, Dr. Adrian Sargeant, Chair in
Fundraising at Plymouth University and director of the Centre for Sustainable
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Philanthropy, includes, “Donors are learning. You’re taking them on a journey.”
One of the key ways to help a supporter on that journey is your newsletter,
because that tool can answer one of the most important questions he or she is
asking: What did I make possible because I gave?

Newsletters are an important adjunct to an organization’s fundraising and
friend-raising plan. Every newsletter should have a donor response device and a
contribution return envelope. Each one should generously thank donors and
volunteers and restate the case for support by covering important program and
service developments. Poignant stories are more effective than a bland recitation
of statistics. Of course, the organization’s newsletter should include constant
reminders of the importance of planned gifts. If nothing else, consistently remind
your donors to remember the organization in their wills or estate plans.
Periodically, print sample language to include in a new will or a codicil (addition)
to an existing will.

How many newsletters you send each year—by mail and by email—may
depend on the other material you are sending to donors. Organizations that do
not mail a donor appeal letter to contributors each month may wish to mail
newsletters during the months when mail appeals are not sent. However, the
response rates and average gifts from newsletters are generally not as high as for
direct mail and, therefore, should not be used as a replacement for an appeal
without testing that strategy.

Should you send electronic newsletters (e-newsletter) or print newsletters?
The answer is “both.”The goal of print and online newsletters alike is to deepen a
donor’s connection to the nonprofit, and using a mix of offline and online can
reach a wide range of people, donors, and prospects alike.

Generally, both e-newsletter and mailed newsletters should have strong
headlines that pull a donor into the story, photos that can stand alone as
storytellers, and articles that show the donor what he or she made possible
but also gently remind the reader that the job isn’t done yet.

When deciding what to include in your newsletters, begin with asking, “What
did our donor make possible with a gift?”Your articles should focus on results and
then segue to ongoing or similar needs. Most important, focus on what donors
care about. This means you need to minimize self-congratulations, extensive
reports on events (photos, however, can be interesting to donors, especially if they
focus on guests, not staff), and “advertisements.”While it is fine to promote a golf
tournament, an annual gala, or a similar event, the majority of the newsletter
content should be answering the donor’s question of what he or she made
possible by making a donation.

In general, print newsletters should be mailed in an envelope, as this typically
increases response over a self-mailer. Unless testing shows you otherwise, have a
maximum of four pages that are easily scanned by a busy person; test two pages to
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see whether you can reduce costs without affecting results. Include powerful
headlines, captions on photos, and pull quotes—all to make the content easier for
a person to quickly consume. Include a stand-alone reply device with giving
options related to the stories (when possible) along with a reply envelope. In
addition, you can include additional inserts to maximize postage, such as requests
for referral names, invitations to make a gift in honor or in memory of someone,
and so forth.

An electronic newsletter should include shorter stories and photos. You can
instead “tease” in the e-newsletter with an option to click to read the full story.
To make your newsletter stand out in a person’s in-box, use a strong subject line
and pre-header text; often, the best subject line is one that simply states “e-
newsletter” followed by a brief teaser for an article. Also, the “from” line may be
something like {Name of Organization}Newsletter. In other words, you want to
make it clear to your potential donor that this is content they welcome. In
designing your e-newsletter, use consistent graphic elements such as a masthead.
You may also want to include a personal message from the same person who signs
your direct mail appeals with his or her photo, as this can add credibility and a
stronger feeling of connectedness to the organization because of familiarity with
that person.

In your e-newsletter, include a number of links to specific information when
appropriate, as well as links to donate. Finally, make it easy for the donor to share
the e-newsletter with others.

In addition to stand-alone mailed or emailed newsletters, variations of a
newsletter can be used in receipts to show the donor the difference the donation
makes by telling a few success stories, in welcome mailings to give your first-time
donors an immediate sense of the great work you accomplish with their support,
and in prospect outreaches. However, without testing the effectiveness, you
should not include a newsletter in direct mail used for acquiring new donors or to
cultivate existing donors, as that can take the reader’s attention away from the
offer.

Websites

In the past decade or so, having a robust website has become a must for most
nonprofit organizations. Furthermore, with the increase in the use of mobile
devices—studies show that over half of all websites are accessed on a mobile
device—having a mobile-optimized website is not just good; it’s essential. Often
this is done with responsive web design; that is, the website is coded to alter the
appearance of the webpage on the screen, depending on what device is being
used. This means that a webpage will be as readable and easy to use on a
smartphone as on a large desktop monitor. Unless you have a trained web
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designer on staff, you will most likely want to outsource the design of your
website so it is both intuitive to use and mobile optimized. While this will be an
expense, the donation page on your website can be a potentially significant
income stream, especially if you link to it in eAppeals, e-newsletter, and other
online communications. For smaller organizations, there are companies that offer
branded donation pages that you can link to from your own website. If you
choose to use these, attempt to make the look and feel as close to your own
website as possible so the donor feels confident about the integrity of the
transaction.

Before you begin developing a new website or revising your existing site, ask
yourself, “If this website could only accomplish one thing, what would that be?”
The answer to this question will help you prioritize what content to initially focus
on. Then ask, “What are other goals of this website?” And “What metrics spell
success?” If your website will be judged by how much money is raised, your
design and content may be significantly different than if the most important
criterion is how many people request information about participating in your
organization’s programs.

Generally, your nonprofit organization’s website will inform, educate, and
raise funds. To achieve the latter, strive to have a donation link on every page on
the site.When a user clicks that link, he or she should be taken immediately to the
donation form; studies show that every additional page a person has to click
through to actually give results in loss of donations. The actual donation form
should ask only for information you need; again, asking for toomuch information
can cause people to abandon the donation process.

The following checklist can help you finalize the design of your donation page:

Is it brand consistent?

Does it only take one click to reach the actual donation form?

Is there a great headline?

Did we include (very) short text to restate the reason for giving?

Are any photos used compelling?

Is visual navigation easy?

Do we offer a range of giving amounts plus $_?

Do we offer—and highlight—a monthly giving option?

Have we asked for critical information only?

Do we prepopulate fields when possible for people who have already
established an online account with us?

Do we offer immediate field validation so any mistakes can be corrected to
prevent the donation from being processed?
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Does the immediate donation confirmation include language that is
genuinely thankful and conversational instead of simply a perfunctory
acknowledgment of the gift?

One of the most critical issues in accepting online donation is security. Data
breaches have become common, and nonprofit organizations are not immune
from them. Work with your website host or another information technology
expert to build in the latest security features, including, but not limited to,
encryption. A secure website has some indicator that it is secure, such as a lock
next to the URL of the page. Many people will not even consider making a
donation unless this security indicator is present.

Every aspect of online fundraising—from websites to social media platforms,
best practices for eAppeals and e-newsletters, to search engine optimization—is
changing constantly. As a fundraiser, you have to be nimble and adapt to the
changes, but you also have to be wise in setting priorities for limited time and
money. So remember this advice: Don’t abandon any of your organization’s
means of staying in close personal contact with your constituents. Technology is
constantly improving and can offer additional opportunities to stay in touch and
build relationships. However, avoid the danger of focusing on the technology
rather than on the need for genuine and respectful relationships.

In the words of Willis Turner, a seasoned copywriter and creative director for
nonprofits, “Remember, there are no good or bad—or right or wrong—fund­
raising techniques. There are only those that work in a given circumstance and
those that don’t. So definitely test new trends, strategies and ideas. But remember
that old standbys didn’t get to be old standbys by accident. They’ve stood the test
of time for a reason.”
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CHAPTER 10
■

Telemarketing as a Relationship
Building Tool

If you utter words that are not intelligible, how shall it be known what is spoken?
For you will be speaking into the air.

—I CORINTHIANS 14:9

Despite changes in society’s use of the telephone, it can still be an effective
fundraising tool. Too often, however, even experienced fundraisers avoid

calling a donor in favor of sending an email because of a personal preference.
They don’t want to be bothered at home, so they conclude that others will be
bothered by a telephone call. The rise of robocalls (an automated telephone call
that delivers a recorded message) has further increased the negative impression of
using the telephone for solicitation, and the increase of cellphone-only consumers
and voicemail has decreased the ability to reach people via the telephone.

Yet, for many nonprofit organizations, using the telephone to request dona­
tions is highly productive and cost effective. Success is greatly increased when
donors provide a credit card number over the telephone to make the donation
rather than commit to a pledge.

Telephone fundraising in the 21st century is most likely a volunteer-staffed
phone-a-thon. Other organizations have regular telemarketing campaigns that
engage a professional telemarketing firm, although this is generally limited to
large organizations with national appeal. Both methods can be—and often are—
combined with mail solicitations for maximum impact.

The Law and Telephone Solicitation

The Federal Communications Commission (FCC) in the United States admin­
isters the Telephone Consumer Protection Act. In Canada, the Canadian Radio-
television and Telecommunications Commission (CRTC) maintains Unsolicited
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Telecommunications Rules. Both countries maintain a “Do Not Call” list that
allows a consumer to opt out of receiving unsolicited calls. While the laws for
both the FCC and the CRTC do not apply to nonprofit organizations, it is wise
to follow their basic guidelines when considering placing calls to donors and
prospects.

These include identifying yourself (the caller), identifying the organization on
whose behalf the call is being placed, not calling before 8 a.m. or after 9 p.m., and
complying immediately with any donor’s request to be removed from the calling
list. Placing a call to a person who has specifically requested not to be called is
likely to damage the relationship, not enhance it.

Volunteer Phone-a-Thon

Volunteer phone-a-thons can be very effective when calling current and past
donors. The strategy can work for prospecting, but many volunteers find it very
frustrating to call larger numbers of nondonors. The success rate is simply too low
to keep volunteers motivated over time.

Here is a simple way to figure out whether a volunteer phone-a-thon might
work for your organization, how many volunteers are needed, and how many
evenings of calling can be sustained. Assume that calls are planned from 6:30 p.m.
to 9:00 p.m. Monday through Thursday and that the organization has access to at
least seven phone lines:

1.	 Obtain a count of all current and past individual donors to the
organization.

2.	 Volunteers can typically dial 40 names per hour, so divide the number of
current and past individual donors by 40.

3.	 Compare the number of volunteer hours needed to the number available.
If there is a reasonable match, proceed with the phone-a-thon.

To illustrate these steps, imagine that an organization has 2,800 current and
past individual donors suitable for calling. When 2,800 is divided by 40, the
result indicates that we can sustain 70 volunteer hours of calling. If the call site
has seven phones and calling lasts for 2.5 hours each night, a four-evening
volunteer phone-a-thon can be planned—if the seven volunteers needed
each night can be recruited. To summarize, 7 volunteers per night × 2.5 hours
per night × 4 nights × 40 names per volunteer hour = 2,800 names needed to
call.

A staff member or a well-trained volunteer must be available each night to
provide orientation and training for the volunteers, to answer questions, to step in
when there are any problems, and to manage the evening’s operations.
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Volunteer Phone-a-Thon Overview

If an organization has clean donor and prospect lists, a volunteer phone-a-thon is
a relatively simple activity to organize. While most special-event fundraisers
require six months or more lead time, a phone-a-thon can be organized in three
months or less. The following timeline outlines the main steps:

1.	 Three months prior to phone-a-thon. Secure a location with many
telephones and good group dynamics.

2.	 Two and one-half months prior to phone-a-thon. Decide on
database segmentation criteria. Focus on annual “regular” donors and
new prospects who have a strong relationship to the organization.

3.	 Two months prior to phone-a-thon. Recruit volunteers.

4.	 One and one-half months prior to phone-a-thon. Prepare tips,
scripts, instructions, and follow-up letters.

5.	 Two weeks prior to phone-a-thon. Send reminder notices to all
volunteers.

6.	 Three days to one week prior to phone-a-thon. Generate phone-a­
thon forms that include giving history and information about the pros­
pect’s relationship to the organization. Print out 40 names and forms per
volunteer hour. If the database will be used as the phone list, make sure the
data have been protected from unauthorized access or revisions.

7.	 Each night of the phone-a-thon. Provide orientation and training. Part
of this should include asking all volunteers to sign a confidentiality
statement, as they will be accessing private information about individuals
that you have an obligation to protect. Encourage them to “smile and dial”
and always thank the donor for his or her past support and for taking the
call. When possible, any concerns or questions should be noted so a staff
member can handle them at a later date. After each call, volunteers should
separate the forms into six stacks or note this information in the correct
data field in the database: (1) Yes, credit card information provided;
(2) Yes, made a pledge; (3) No; (4) Maybe; (5) Special handling or
corrections; (6) No answer, or never called.

8.	 Each followingmorning. Immediately mail-merge and send thank-you
letters with return envelopes and process the donations that were charged
to a credit card and receipt the gift.

If the organization has never conducted a phone-a-thon, test the activity by
having a small number of volunteers call for two or three nights. This will enable
fundraisers to determine whether the supporters are phone responsive and
whether volunteer calling makes sense for the organization.
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Volunteer Recruitment

Grassroots organizations often call on board members to serve as phone-a-thon
volunteers. Larger, well-established nonprofits tend to involve board members
more in their major-gifts programs. Therefore, these organizations need to recruit
other volunteers for phone-a-thons.

So, who might be a volunteer for a phone-a-thon? If an organization has a
volunteer auxiliary, some members might take responsibility for an annual
volunteer phone-a-thon. If it has a relationship with a civic club, one of the
club’s leaders may be in a position to take on the whole project or help recruit a
number of volunteers. Friends of board members and staff can be recruited to
serve as phone-a-thon volunteers. An organization’s most loyal constituents and
others familiar with the cause also can be recruited.

When recruiting, do not overwhelm the potential volunteer. Recruit people
for only one or two nights. Show potential recruits a volunteer scheduling form
(see Exhibit 10.1). Have them sign up for one or two nights that work best for
them. Recruit a few more than may be needed. Cancellations are a fact of life
when dealing with volunteer phone-a-thons.

Let volunteers know that there will be a brief orientation each evening, during
which time snacks or a small meal will be available. This can help get most

EXHIBIT 10.1 VO LUN T E E R PHON E - A - T HON S CH E DU L I N G F O RM

Evenings 6:30 p.m. to 9:00 p.m.

Monday May 10 Tuesday May 11 Wednesday May 12 Thursday May 13
—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

Monday May 17 Tuesday May 18 Wednesday May 19 Thursday May 20
—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

—————————— —————————— —————————— ——————————

NOTE: If a volunteer is not already on your database, be sure to get a telephone number, postal address,
and email address.
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SAMPLE MESSAGE OF CONFIRMATION TO PHONE-A-THON VOLUNTEERS

Thanks so much for agreeing to serve as a volunteer caller for the XYZ Nonprofit phone-a-thon.

To confirm, we are looking forward to you participating the evening of Monday, May 10. There will be a
brief orientation that evening beginning at 6:30 p.m., and we will provide pizza and salad. Calling will
begin immediately after the orientation and will continue until 9:00 p.m.

Volunteers who have participated in our phone-a-thons tell us that it is an enjoyable experience, and
they were surprised at how much could be raised using this simple approach. I believe you will enjoy
the experience also.

Again, thank you for all you do for the XYZ Nonprofit Organization.

Jan Enright
Director of Development

volunteers to arrive on time. Finally, let the volunteers know that easy-to-use
scripts for the call will be provided.

Be clear about the responsibilities, and let everyone know that a phone-a-thon
is a fun and effective way to raise significant funds.

Approximately two weeks prior to the phone-a-thon, send a letter or email to
each volunteer confirming the time and location (see Exhibit 10.2).

Orientation

On each evening of the phone-a-thon, provide orientation for new volunteers.
Needed for this orientation are:

• Confidentiality form

• Tips and scripts

• Sample calling forms

• A simple instruction sheet

The tips (see Exhibit 10.3) should encourage each volunteer to make his or her
own contribution. They also provide general advice and remind people to smile
and dial.

The script (see Exhibit 10.4) begins by identifying the caller as a volunteer.
Early on it states the purpose of the call and confirms the donor’s address. A two-
sentence case for support and a closing is recommended. The script also includes a
number of closing options depending on how the donor responds to the request.
A good script provides listening opportunities as well as the simple case for
support. Most of all, a good script is easy to use and is effective at encouraging
meaningful contributions.
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EXHIBIT 10.3 S AM P L E T I P S F O R VO LUN T E E R C A L L E R S

The following tips can be presented in a group setting or can be provided individually to a
volunteer:

• Invest in our organization. Your personal contribution is a tangible sign that you believe in
our organization and its mission. If you have not done so already, please make your
contribution or submit your own pledge on the appropriate call report form. Your calls to
others will be more successful when you have made your early contribution.

• Plan each call. Review the giving or membership history. Decide on an appropriate request
amount (always more than last year) or look at the recommendation provided. Take a second
to review any sample scripts or think through what you are going to say.

• Smile and dial. People can hear the smile in your voice. Smile before you dial. Smile when
speaking.

• Know our case for support. Your reasons for supporting the organization are most
persuasive. Your sincere and convincing understanding will translate into financial support
from the prospective donors you call. Let each prospect know why you support the
organization, and then tell the prospect why their financial support is also important.

• Always ask for or suggest a specific giving amount. Don’t make the ask vague. People
typically give the suggested amount so don’t ask for “whatever you can give,” for example.

• Request a credit card number to fulfill the pledge. While occasionally a donor will want to
mail in a check, the fulfillment rate is generally quite low on these pledges. Getting a credit
card number to immediately obtain the donation will increase the likelihood that the donor
will give.

• Don’t accept the first “no.” Negotiate. Suggest alternatives. Maybe the no is only no to the
request amount you suggested. Ask: “We truly value your support, so is there another amount
that would be more comfortable for you to give?” But know when to stop! Prospects should
feel valued during the call, not badgered to give.

• Strive to reach agreement on a specific donation amount. If the donor doesn’t pledge a
specific contribution amount, it’s essentially a refusal. Prospects who say “I’ll send something
in” rarely do.

• Always repeat the amount pledged and the credit card number and expiration date
provided.

• Always repeat any special payment schedules or information.
• Verify the donor’s name. If he or she prefers to be acknowledged in a specific way, note that

on the form.
• Be warm and polite, no matter the outcome of the call. If the prospect made a pledge, say

“Thank you.” If the prospect gives you a firm refusal, say “I understand and I thank you for
taking the time to talk to me. I hope you’ll consider supporting (organization name) in the
future.”

• Record the results of the call.
• The specific dollar amount of the pledge or credit card information and the amount to be

charged.
• Any special information about when the pledge will be paid.
• Your name as the volunteer caller.
• If it is a refusal, write that clearly on the form.

• If you get voicemail, leave a message that you called on behalf of the organization and that
we will try to call back later.

• Turn in all appropriate paperwork before leaving.
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S AMP L E PHON E - A - T HON S C R I P T

Background

This phone-a-thon is one of the activities included in our Annual Fund. Our Annual Fund provides vital
financial resources so we can provide quality programs, transforming lives and communities.
People you are calling received an Annual Fund direct-mail appeal two months ago but have not

responded. Postcards were sent out to a select group of individuals who are included in this phone-a­
thon, and a follow-up letter and request for a gift will be sent out to all those that we are not able to
connect with tonight.
We have three goals that we are trying to accomplish through these calls:

1. Thanking donors.
2. Renewing their support, and if possible increasing their giving.
3. Updating our donors’ file.

Who Will You Be Calling?

The people we are contacting in this phone-a-thon are donors who have made a contribution
to ORGANIZATION in the past. Some have only given to an event or participated in an event,
and others have given only once. The most important thing is that we thank them for their past
support.
Before you make any phone calls, please review the sample conversation script. And as you are

calling, smile, have fun and know that any donor engagement is a good thing. Focus on the experience
and the outcomes will follow.

Sample Conversation Script

May I please speak with ______ (use formal titles: Mr., Ms., Dr.)?
Hello, my name is _____ and I am a staff member/volunteer/board member at ORGANIZATION.
I’m volunteering to help make phone calls this evening to people who have supported

ORGANIZATION and to let you know about some of the things you’ve helped us accomplish
this year.
Your past support of ORGANIZATION is greatly appreciated, and this year I hope you will renew your

gift to the ORGANIZATION Annual Fund. This provides the contributions that make it possible for us to
continue our programs. May I put you down for a pledge of (ask amount) this year?

IF YES . . .

Thank you for your gift. Would you like to make that gift now using a credit card?

(If yes, ask for the credit card information.)
(If no, “That’s fine! We will send a pledge reminder form and return envelope.”)

IF NO . . .

Thank you for your time and past support. If you decide to make a gift in the future, you can do so at
(online donation website).

IF UNDECIDED . . .

I hope you will consider renewing your support to ORGANIZATION. I will go ahead and send you a
pledge form and return envelope that you can use if you choose.

(continued )
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EXHIBIT 10.4 ( C ON T I NU E D )

Closing the Call

Can I verify that I have your correct information?

• Address


Do you still live at _____ (prospect’s address)?

• Email

Would you be willing to share your email address? We do not share that information with
anyone.

• Birthday


We send birthday cards to all of our supporters, and would love to include you!


Thank you again! It was great talking with you. Have a good evening!

Remember: Completely fill out pledge form and note any changes on the calling form.


Source: Used with permission of the West Cook YMCA, Oak Park, Ilinois.

Key information to have on the call form (see Exhibit 10.5) includes the
donor’s name, address, phone number, and giving history. Flags, sort codes, and
comments also can be included to give the caller a more complete sense of the
donor or prospect’s relationship to the organization, but avoid sharing too much
as this may either overwhelm the caller or reveal confidential information. If any
codes are included, provide a key for volunteers so they understand what the
codes stand for.

In addition, the call form will have a place for volunteers to record the
following key information:

• Pledge amount

• Expected payment dates or other special instructions dealing with reminder
statements

• Donor listing information (for the annual report or for donor acknowl­
edgment in a newsletter or other publication) or a note that the donor does
not wish to be listed

• Comments or corrections to the record

• The volunteer’s signature

A simple instruction sheet tells volunteers how to enter data in the database or
(if printed forms are used) how to fill out the form. In this case, volunteers are
asked to place the completed forms in six stacks: (1) “yes” forms with credit card
information; (2) “yes” forms with firm pledges; (3) refusals; (4) special handling or
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EXHIBIT 10.5 C a l l F o rm

corrections to the record; (5) “will send something in” (a commitment to donate
but a reluctance to commit to a dollar amount); and (6) no-answers and forms that
were never called, which can be called later or the next night.

Managing the Process

A key volunteer or staff member remains with the callers throughout the evening.
This person’s first job is to motivate the volunteers, beginning with an upbeat
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orientation. Throughout the evening that person assists the callers with computer
questions if using the database to retrieve and record information, or reminds
callers to keep the finished forms in six stacks. If using paper call forms,
periodically he or she should collect the stacks of “yes” forms with credit
card information and with firm pledges. Adding up the totals as the evening
progresses tends to keep volunteers motivated. Announcing totals that are close to
impressive round numbers is especially effective. Announcements such as “The
next $50 pledge will get us to $5,000” and “If someone can encourage a $100
pledge, we will reach $10,000” get volunteers excited about the challenge.

If using paper call forms, volunteers can fill out the card or letter that goes to a
pledger immediately following the call, or sign a short thank-you note. Often,
staff mail-merge and send pledge confirmation letters the next morning. This
pledge confirmation letter (see Exhibit 10.6) always contains a postage-paid
return envelope. It is imperative that this letter be sent immediately. Any delay
can greatly reduce the pledge fulfillment rate.

In addition to the highest-priority letters to people who made firm pledges
with specific amounts, write a special letter to the people who said they would
send something in but were reluctant to state the contribution amount. Thank
them for pledging their support; also be sure to suggest a gift range in the letter,

EXHIBIT 10.6 S AMP L E T HANK - Y OU AND P L E D G E R EM I ND E R

{Date}

Dear Mr. and Mrs. Doe,

Thank you for taking the time to speak to {Name of Caller} during a recent call and for your pledge of
$XXX.XX to Name of Organization. Your generous response was so meaningful, especially as we
expand our work to help even more hungry families this holiday season.

Every night, one in five children in our community go to bed hungry—but because of your support of
Name of Organization, we are helping more families than ever before. With winter approaching, the
food we give to moms and dads often means they can use the money they would have spent on food
to keep the heat on and help their children stay healthy. We know it is your generosity that makes
this possible. Thank you for caring about boys and girls right in your neighborhood.

Please use the enclosed pledge form and envelope to send in your gift. You have my word that we will
stretch it as far as possible to help families who otherwise would be making tough decisions between
food and heat in these winter months.

Thank you in advance for your gift. I wish you all the best this holiday season.

Sincerely,

Miranda Watling
Director of Development
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preferably tied to what that amount can accomplish. As always, be sure to include
a postage-paid return envelope.

Following the phone-a-thon, enter a “no-call” code in the database for any
people who complained or requested that no calls be made in the future. Also,
carefully go through the special-handling pile. Correct telephone numbers or
remove phone numbers that are no longer valid. Make corrections to addresses
and email addresses. If a volunteer recorded useful information about the donor’s
interests or concerns, enter these thoughts in the comments field. If the volunteer
has been told that one of the spouses is deceased, correct the salutation and title
information.

There is no need to do anything special with the forms from people who do
not pledge. These refusals have little meaning. The next call could result in a
donation. And many people who are not phone responsive will respond to the
next direct-mail appeal or eAppeal.

Phone and Mail Campaign Coordination

Many people called request written material or an appeal letter. Every fundraiser
has heard “I don’t give in response to telephone calls; send me something.”
Other people on the list are not home when the phone-a-thon is scheduled. Still
others might be strong prospects but have unlisted phone numbers. Some people
simply refuse to donate in response to a call but never explain why. For these
reasons and so many more, it makes sense to schedule mass mail appeals
immediately following each phone-a-thon. When the mail lists are segmented,
be sure to exclude the people who made firm pledges during the week. They will
get the phone-a-thon pledge confirmation letter. All other prospects on the mail
list can receive a mail appeal.

Ad-Hoc Volunteer Calls

Some nonprofit organizations rely heavily on the telephone for fundraising but
do not organize formal phone-a-thons. The simplest method of doing this
involves printing out cards with prospect names, addresses, and phone numbers. If
possible, include the giving history and comments. Volunteers look through the
cards and take the names of prospects they wish to call. Volunteers also are given
pledge cards on which to record the results of each call. In most systems, the
volunteers are responsible for getting the pledge information to the nonprofit’s
office. The staff of the nonprofit then sends a return envelope and thank-you
letter confirming the pledge.

Organizations that use systems like this must be sure to record the names given
to each volunteer and stress the need for protecting the donor’s privacy.
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Fundraisers need to know who is responsible for each call and who was most
effective with each prospect. It helps to stay in touch with the volunteers to
encourage them to complete their calls.

The advantage of such a system is its simplicity. A call site is not needed. Staff
members and key volunteers need not attend phone-a-thon evenings. The
volunteers can call at their convenience. This method can work well in that
it allows a strong volunteer to visit some of his or her major-gift prospects in
person and call additional prospects for more routine contributions.

However, these more ad-hoc call techniques have several disadvantages over a
more structured phone campaign. Phone-a-thons build on group dynamics.
Individual callers often lack the motivation provided in a team setting. With
organized phone-a-thons, staff members know precisely whowas called and what
each response was. Often this information is not available with individual callers.
Organized phone-a-thons ensure that the entire list is called within a tightly
defined time period. With individual callers, the task likely will take longer—if it
is completed at all.

Fundraisers who do decide that individual calling is the appropriate strategy
should be sure to provide orientation, scripts, and tips at the gathering where the
cards are selected. A strong support system—that includes follow-up calls to
volunteers—can help ensure the success of this fundraising strategy.

Professional Telephone Solicitation

Campaigns

When an organization has more donor names than the volunteers can call, a
professional telephone solicitation campaign may be considered. Paid callers can
contact a large file of donors both to renew support and encourage contributions
at higher levels. A well-run professional telephone campaign can be effective for
renewing lapsed donors and for prospecting. As mentioned, it is difficult to
motivate volunteers to make cold calls; however, paid callers have an economic
incentive to keep dialing.

However, with the increase in mobile-only consumers and call screening, it is
more difficult to reach many donors and comply with regulatory issues. Currently
four in ten households in the Unites States do not have a landline, relying solely
on mobile phones.

The operational needs for a professional phone campaign are similar to the
requirements for a volunteer phone-a-thon: scripts, tips, training, and follow-up
mailing. Once an organization decides to use a professional phone campaign, a
number of choices exists regarding how to implement the strategy. Some service
providers offer turnkey operations, from writing the telephone scripts to mailing
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out the follow-up letters. If an organization has a potential for broad-based
support, they can even furnish qualified prospect lists.

Another alternative would be to hire an experienced phone campaign manager
who would help write scripts, hire and train the call-center employees, design the
control and reporting system, and manage the day-to-day phone campaign
operation.

One main difference between a volunteer effort and a professional phone
campaign is the level of detail in the reporting system. Volunteers like to know
how much they raised individually and as a group. Paid callers need the same
information; however, reporting is much more detailed. In a professional system,
each caller’s productivity is monitored. How many hours each employee called,
the number of phone numbers dialed each hour, the number reached each hour,
the percentage that made a firm contribution, the total dollars pledged per hour,
and the average pledge attained by each caller are all maintained and reported.
The information on this form is used to calculate compensation. It is also useful to
determine if the professional telemarketing firm should be retained or let go.
While nonprofits are reluctant to fire a volunteer, it makes no economic sense to
retain the services of a paid service provider that is not productive or that cannot
produce with good prospects to call.

Contracts with the telemarketing firm will outline compensation, which is
generally based on a per-minute rate or a per-call rate. Some will offer a cap on
charges based on the amount raised; this can protect a nonprofit organization
from a telemarketing campaign that is not profitable. Avoid compensation
agreements that are based on the amount raised. The AFP Code of Ethical
Principles states that members shall “not accept compensation or enter into a
contract that is based on a percentage of contributions.”

No matter how callers are compensated, costs and performance must be
monitored. Paid calling can require a major investment. Fundraising managers
must calculate the cost to raise a dollar when calling current and lapsed donors and
the cost when calling prospects who have never donated before (which is
generally higher). As with mail-prospecting programs, the aim of the phone-
prospecting program is donor acquisition. By investing in attaining new donors
and then strategically working to renew their support, a donor acquisition
program using telemarketing could be as cost effective as—or even more so
than—a mail donor acquisition program.

The direct response nature of telephone solicitations allows professionals
responsible for fundraising to test, analyze results, make incremental improve­
ments, and implement a cost-effective strategy that can serve as an important
component of the comprehensive resource development program.
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CHAPTER 11
■

Special Event Fundraising,
Cause-Related Marketing,
and Crowdfunding

Moderation is a fatal thing. Nothing succeeds like excess.

—OSCAR WILDE, A WOMAN OF NO IMPORTANCE

Special events such as testimonial dinners, celebrity waiter dinners, golf
tournaments, art auctions, outdoor carnivals, garage sales, decorator

showcases, Las Vegas nights, bike-a-thons, walks and runs, and raffles are
mainstays of the fundraising program for many nonprofit organizations and
can increase the public’s awareness of their missions and programs. Special events
also create numerous opportunities for volunteer participation. However, as
fundraising vehicles these events tend to be costly, both in terms of effort and in
terms of dollars expended in relation to the net dollars contributed. Even worse,
these events often attract one-off contributions instead of sustainable donors who
will give more frequent and larger amounts over time.

With the Internet, more nonprofits are also engaging in crowdfunding or peer­
to-peer fundraising. This relies on mobilizing your supporters to raise money on
your behalf, perhaps tied into a special activity like a walk-a-thon or a specific
project. The theory behind crowdfunding is that people are more likely to donate
when a peer asks them to do so or when the donation is linked to another person’s
actions on behalf of the organization.

Actual events can be daunting for some organizations, considering that even
simple events can require at least six months’ lead time for planning, volunteer
recruitment, site selection, preparation, implementation, and ticket sales or
attendee recruitment. Larger events—especially galas and dinners that require
facilities to be booked far in advance—may take a year or more to plan. Some
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fundraising events have been shown to not be financially productive, especially
when staff time for managing the volunteers and some logistics is factored in.
Many nonprofits find they have to replace events from time to time due to
consistently declining revenues. However, many other organizations have found
that offering event sponsorships to businesses and philanthropic-minded indi­
viduals can significantly increase the net income of special events. Moreover,
tributes or guests of honor tend to increase each event’s fundraising potential.

The best special events are fun. Each year’s success can help ensure the next
year’s positive outcome. Any event undertaken should be consistent with an
organization’s image, purpose, and mission.

In many organizations, a guild, auxiliary, or other volunteer group takes
responsibility for special events. These volunteers generally take pride in their
autonomy. They determine the degree of staff support they need. This support
almost always includes access to the in-house mailing list. Additionally, staff
involvement can range from an advisory capacity to full-blown active support of
the event.

The recruitment of a dynamic chairperson will help ensure the success of the
special event. Ideal chairpeople have control of their time, are enthusiastic, have a
wide circle of acquaintances, have organizing skills, and are fun to work with.

Crowdfunding is not hands-off, either. Fundraisers must create a website to
promote the project and track donations, develop a short but compelling video to
explain the cause, and offer rewards for those who meet specific levels in their
fundraising efforts. Additionally, the organization needs to market the crowd-
funding opportunity so constituents want to participate.

Special Events: Choosing the Event

Auxiliary and volunteer support groups devote considerable effort to choosing
and then staging their fundraising special events. Perhaps the most crucial step is
deciding which events to do. Here is a step-by-step approach that can help
fundraisers make the right decisions:

1.	 List as many special-event fundraising ideas as are possible and feasible for
the organization.

2.	 Evaluate the potential to generate significant net revenue. Begin by
estimating anticipated gross income:

a. Ticket price multiplied by	 an estimate of the number of ticket
purchasers (or table price multiplied by the number of tables)

b. The amount expected to be raised through event sponsorships

c. Journal or program book ad sales
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d. The amount expected to be raised from a silent auction, if any

e. The amount expected to be raised from a raffle, if any

f. The amount expected to be raised from merchandise sales, if any

g. The amount expected from other sources of income unique to the
event

3. Next, estimate expenses. Include the following:

a. Facility rental

b. Meals, drinks, and other food expenses

c. Printing of event program books

d. Save-the-date card or letter

e. Invitation printing

f. Postage for the save-the-date notice (if mailed) and invitation

g. Ticket printing, if any

h. Staging and audio/video, if any

i. Music and entertainment, if any

j. Flowers and table decorations, if any

k. Awards and recognitions

l. Photographer

m. Follow-up to donors, pledgers, and nondonors

n. Miscellaneous and other expenses unique to the event

Total the projected expenses and subtract them from the projected income;
this is the estimated net income. In most modest-size cities, many fundraising
professionals suggest that nonprofit organizations should not undertake a major
special event unless the organization foresees a realistic possibility of netting
$40,000 or more. Please note this is a minimal standard. Too many smaller-scale
efforts can drain the organization’s resources.

Now that the net potential of the events being studied has been determined, it
is time to look at some other criteria:

• The event should appeal to a broad audience of supporters and those they
might invite.

• The event should be consistent with the organization’s image, purpose, and
mission.

• The event should appeal to the organization’s constituency and to others.

• The event should appeal to potential sponsors—especially high-end
sponsors.
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Implementing the Event

Success of a special event is highly dependent of the amount of time and attention
devoted to detailed planning and to effective marketing. Set the right tone for the
event by designing an eye-catching invitation. Help the event by generating a
great deal of publicity. But the tickets must be sold. The board and volunteers
must take responsibility for this vital function.

When organizing the event, remember that sponsorships should produce a
large portion of net income; this can often make the difference between a
successful event and one that does not make money for the organization. Seek
larger-level sponsorships with a goal that the entire cost of the event will be
covered by sponsorship sales. Reread Chapter 8. Apply the principles related to
major-gift fundraising. Periodically raise the price of sponsorships.

For success in the future, volunteer workers and staff should maintain detailed
records and notes concerning each special-event fundraiser. Also remember to
plan and allow what appears to be more than sufficient time for each phase of the
event. Work backward in building timelines (see Exhibit 11.1).

S AM P L E S P E C I A L E V EN T T I M E T AB L E

Task

EXHIBIT 11.1

Who By When

Study all your options. Sketch in Special Event Committee 7 to 9 months prior to
budgets for various special events. expected event date
Outline a preliminary marketing plan for (more if facility rental
each of your options. Determine the requires longer lead
most profitable event possible. times)

Make firm recommendation as to the Special Event Committee Preferably 6 months
nature of event, estimated number of report to board or prior to event
attendees, timing of event, ticket price development leadership
(if appropriate), marketing plan, and
budget.

Secure board approval of plan; if their Board or leadership Preferably 6 months
approval is not necessary, ensure their approval; Special Event prior to event
buy-in and full participation. Committee follow-up
Tentatively select site and date.
Negotiate prices within budget limits.

Confirm the availability of any guest(s) Special Event Committee Preferably 6 months
prior to eventof honor and/or awardees for tentative

date. Confirm venue and date.

Identify benefits for sponsors, as well as Special Event 6 months prior to the
the price of different sponsorship Committee; marketing event
levels. Identify prospects (individuals staff (Note: Some companies
and companies) most likely to respond work on longer lead

times for sponsorship



C11 02/06/2017 21:54:9 Page 187

special event fundraising, cause-related marketing, and crowdfunding 187

( C ON T I NU E D )

Task

EXHIBIT 11.1

Who By When

generously to special events. Prepare dollars; you may need to
personalized solicitation materials. contact them up to a

year in advance. Track
this information for
future years.)

Contact potential advertisers for ads for Special Event Committee 5 to 6 months prior to
the journal or program book. or Ad Sales event

Subcommittee

Special Event Committee 5 months prior to event;Secure door prizes, auction items, raffle
items, etc., if any. Also secure in-kind or appropriate complete as much as
contributions of other goods and subcommittee possible 3 months before

eventservices that will help reduce the cash
expense.

Secure sponsorship(s). Continue to seek Special Event Committee 3 to 4 months prior to
ad sales if needed. and Ad Sales event to allow sponsors

Subcommittee, with help to be acknowledged in
from other board pre-event publicity
members or staff, if
needed

Mail or email save-the-date Appropriate In mail or emailed 3 to
announcement. subcommittee 4 months prior to event

(more if the event is at
an especially busy time,
such as between
Thanksgiving and New
Year’s Eve)

Plan details such as event check-in Special Event Committee 3 months prior to the
(eliminate bottlenecks), entertainment, event
scripts and run-sheets, decorations,
color schemes, etc. If you are including
an auction or silent auction in the
event, set up a system to secure
payment without delaying guests’
departure.

Conclude journal or program book ad Appropriate 2 months prior to event
sales. subcommittee

Implement marketing plan. Remember Board and Special Event Presales begin at least 2
that tickets or tables must be sold, and Committee months prior to event
tables must be filled. Urge board
members and other volunteers to host a
table or to buy and sell tickets.

Order pledge cards, menus, signage, Special Event Committee 2 months prior to the
banners, and/or awards that are needed event (more if vendor
at the event. requires it)

(Continued )
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( C ON T I NU E D )

Task

EXHIBIT 11.1

Who By When

Design journal or program ad book and Appropriate 6 weeks prior to the
send to printer. subcommittee event

Design, print, and mail invitations or Special Event Committee Invitations should arrive
provide invitation copy for table hosts at prospects’ homes 8 to
to send to their guests. 12 weeks prior to the

event. Allow 2 weeks for
layout and design, and
2 weeks for printing and
mailing or email
scheduling. This means
you should have the
invitation and envelopes
in hand no less than
14 weeks prior to the
event.

Email invitation to those who have not Special Event Committee 2 weeks after mailing
responded. invitation

Email follow-up invitations if you have Special Event Committee 3, 4, and 6 weeks prior
remaining tickets. to the event

Set up room, making sure that pledge Special Event Committee Day before and/or day of
cards and envelopes are on each table event
(if appropriate), signage is clear, sound
systems and video systems are working,
greeters are prepared, the photographer
knows the photos you want taken, and
any other details that are necessary for
a well-run event.

Stage a memorable event. Net sufficient EVERYBODY Date of event
income. HAVE A GOOD TIME!

Send thank-you letters to volunteers, Special Event Committee Within one week of
attendees, no-shows, sponsors, and and fundraising staff event
advertisers. Include the amount raised,
if possible. Mention the date for the
next event, if available.

Structure each event to have several donation levels. Create gift opportunities
that require much more than the simple ticket price. Sponsorships, various-size
ads in a program book, table purchases, silent or live auctions, and other creative
approaches can significantly increase net income.

Monitor the productivity ratio—the event’s net income divided by the total
number of volunteer and staff hours. This figure should far exceed minimum
wages.
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Example
The Annual Celebrity Chili Festival collects income totaling $7,500 from
ticket sales. The publicity, food, rental, and other expenses totaled $5,000.
Thus the event netted $2,500.

However, volunteers and staff spent a total of 6 months organizing the event,
and 1,000 hours were devoted to making the event a reality. Thus the event
produced only $2.50 per hour.

This would be a good event to restructure or cancel. Many events can be
salvaged by seeking larger sponsorships and by layering them with additional
income-producing opportunities such as silent auctions, raffles, and/or event
commemorative ad book sales. Again, if the volunteers and staff work hard over a
period of time, the organization should realize a significant return for the effort.

Cause-Related Marketing

Cause-related marketing is somewhat similar to corporate sponsorships.
However, cause-related marketing goes a bit further. Two essential agree­
ments are made between the organization and a corporation: The nonprofit
organization lends its name and good reputation to the corporation, while
the corporation uses this tie to encourage sales of its goods and services and
donates a portion of the increased sales to the nonprofit. The key word for
corporations is marketing—this is not viewed as a philanthropic endeavor but
rather as a strategic marketing decision that will increase their return on
investment by increasing sales.

In nationwide campaigns, large nonprofit organizations may receive substantial
public relations and financial benefits from the cause-related marketing program.
During such campaigns, the corporations advertise extensively and promote the
link to the nonprofit organization. Even grassroots organizations can benefit from
similar arrangements. For example, a bookstore might donate 10 percent of a
day’s proceeds to a nonprofit organization. A restaurant chain may donate a
percentage of an evening’s sales to the agency.

To conclude, nonprofit organizations of every size can benefit from such
arrangements. However, a few cautionary notes are in order:

• The agreement must include the obligations on the part of both the
nonprofit organization and the corporation.

• Before allowing anyone to use an organization’s logo and name, be sure to
state the terms and conditions in a written agreement.

• The agreement should describe the nature of the promotion and give a clear
description of the product or service being promoted.



C11 02/06/2017 21:54:9 Page 190

190 the complete guide to fundraising management

• The agreement should have a start and stop date.

• The agreement should describe the placement of advertising and the
geographic area covered.

• The agreement should contain the percentage or fixed amount per sale of
the product or service to be donated.

Of course, the goods and services must be of a quality and nature consistent
with the image and good reputation of the nonprofit organization. The
organization should also review all promotional materials prior to commencing
any promotion.

Crowdfunding

Crowdfunding allows nonprofit organizations to launch a fundraising effort to a
large number of people, primarily using the Internet to disseminate the project.
While crowdfunding can raise significant income, the large number of peer-to­
peer donation opportunities available can minimize the results. Crowdfunding
donors often are responding with a gift to support a peer who asks for the
donation rather than in response to the nonprofit organization’s programs, and
collecting contact information for future follow-up may not be possible. Thus,
this platform is likely not going to support your efforts to cultivate repeat
donations and build long-term relationships with donors.

Crowdfunding typically requires a website that allows a potential donor to read
about the project and make a donation. These are often specific to a particular
individual who is participating in a peer-to-peer effort and will promote the
project to his or her network of friends, family, and coworkers. Some nonprofits
create their own crowdfunding websites while others use a third party provider’s
network.

Crowdfunding is not exempt from state laws and regulations regarding fund-
raising, including registration with various regulatory offices. In the absence of
specific references to crowdfunding in state regulations, fundraisers must consider
them like any other fundraising activity and follow the existing regulations.

Companies offering a crowdfunding platform that can be branded and used by
a nonprofit organization typically charge a fee for each donation as well as a
percentage of the donation to compensate them for the use of their platform.
There are two very different arrangements for a crowdfunding campaign; some
vendors allow you to receive whatever amount you raise, while others only pay
the nonprofit organization the money if the project target stated in the crowd-
funding agreement is fully realized.

Crowdfunding is potentially a way to involve many millennial-aged donors in
supporting a cause. However, it is not simply a matter of deciding to use this
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methodology; you must develop a powerful story, a compelling video, each
individual participant’s involvement in promoting the site, rewards and
recognition for individual fundraisers, plus wide marketing of the crowdfunding
opportunity. Nonprofit organizations need to weigh the costs and time involved,
plus the availability of a network to promote the cause to their peers, before
launching any crowdfunding activity. Otherwise the campaign may not have a
broad enough reach to raise funds. Also, the investment of time may not be
warranted if the organization doesn’t secure ongoing supporters.
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CHAPTER 12
■

Grants

The desire to understand the world and the desire to reform it are the two great
engines of progress.

—BERTRAND RUSSELL, MARRIAGE AND MORALS

Grants are the lifeblood of many nonprofit organizations—especially those
with long-term relationships with their major funders. The size of grants

varies greatly, from modest sums for grassroots organizations to multimillion-
dollar grants for well-established institutions. Yet, as important as they are, grants
are still surrounded by some common myths.

The most common myth is that writing grant proposals is difficult. Actually,
anyone who can follow directions, write clear, simple sentences, and develop a
budget can write a successful grant proposal.

The other widespread myth about grants is that they are the most important
part of any nonprofit organization’s funding pattern. This is simply not true.
Remember that more than 70 percent of all contributions come from individuals.
Bequests account for another 9 percent and the amount from gifts from individual
and family foundations is estimated at 10 percent. Corporate philanthropy
accounts for approximately 5 percent of annual contributions. Thus, foundation
support approximates only 6 percent of contributions from the individual donor
sector.

What Is a Grant?

Grants come from three main sources: government, foundations, and corpora­
tions. Each grant is an implicit or explicit agreement or contract. The grantor
provides funds. The recipient, or grantee, commits to plan and implement a
special project or to provide the community with a needed service. Even grants
for operating support carry with them an obligation to use the funder’s resources
wisely to help continue the work of the agency.
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Grants are voluntary contributions. No matter how well a project fits the
grantor’s guidelines, an organization has no inherent right to receive that grant.
In almost all cases, the number of applications the grantor receives far exceeds
the grant funds the funder is willing to distribute in a given year. Moreover, the
grantor has every right to assess the merits of a proposal based on any criteria
the grantor chooses to adopt.

Government Grants and Contracts

The federal government of the United States of America is the largest source of
grant funds in the world. Universities, national laboratories, colleges, and other
institutions conduct research funded by the federal government. Agencies such as
the National Institutes of Health fund biomedical research. The Department of
Energy funds a broad spectrum of research in nuclear physics, alternative energy
sources, and issues related to the safety and reliability of the nation’s nuclear
stockpile.

In addition to research, the federal government funds a wide array of
programs—ranging from art exhibits to after-school programs for children at
risk to job-placement programs to programs that benefit zoos. On the interna­
tional front, the United States Agency for International Development funds
nonprofit relief and development projects such as clean water initiatives, health
programs, and efforts related to the environment and climate change.

Information about grant programs is most frequently published as a request for
proposals (RFP). The RFP usually includes a description of the work required,
the timeframe or schedule contemplated, detailed application instructions and
requirements, and the criteria by which the proposal will be evaluated. RFPs
always contain a submission deadline.

Information about federal government grants is available online at www
.grants.gov. Nonprofit agencies that have been awarded past grants from the
government agency may receive RFPs directly from the agency.

Many federal programs are administered through state and local government
agencies or departments. Development professionals can ensure that they are
notified of all relevant grant opportunities by maintaining strong relationships
with local officials and program administrators. Government applications are
frequently voluminous. Applicants should follow instructions with great care.
Prior to submitting the proposal, applicants should double-check the instructions
and be sure that the proposal is complete. As with all grant applications, it is
helpful to have someone not familiar with the project read the proposal. Often
program developers or grant writers understand what they meant to say.
However, an objective reader can help find places where the proposal is not
clear. In considering whether or not to apply for a government grant,

http://www.grants.gov
http://www.grants.gov
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organizations must remember that reporting requirements can be significant,
even costly, if a grant is awarded.

Foundations

According to the Foundation Center, there are more than 85,000 foundations in
the United States. There are four major types of foundations: community,
corporate, operating, and independent.

1.	 Community foundations raise money to fund needs within a defined
geographic region.

2.	 Corporate foundations are established by businesses of all sizes but are
independent of the parent corporation. Often their funding is related to
causes that relate to their product lines or to programs that are located in
areas where their employees live and work.

3.	 Operating foundations may make some grants but their primary purpose is
to operate programs. For example, a museum may have a foundation that
raises money solely to fund the programs of the museum.

4.	 Independent foundations represent the majority of foundations in the
United States. Their funding comes from individuals or families.

Another way to categorize foundations is to differentiate between a public
foundation and private foundation. Private foundations are nongovernmental
nonprofit organizations, including independent or family, company-sponsored
or corporate, or operating. Private foundations have a principal fund or endow­
ment, are managed by trustees/directors, make grants to other nonprofits, and are
required to file Form 990-PF.

Public foundations are primarily community-based. They too are non­
governmental nonprofit organizations that are managed by trustees/directors
and make grants to other nonprofits. However, they continue to raise money
from many sources and are required to file Form 990 rather than 990-PF.

In general, with the exception of an operating foundation, foundations must
award grants that total at least 5 percent of their assets less certain expenses. A
private operating foundation, however, is required to spend at least 85 percent of
its adjusted net income or minimum investment return—whichever is less—to
fund its tax-exempt activities. A foundation may choose to give away all its assets
within a prescribed period of time or may only give the minimum amount. As the
value of the foundation’s assets can vary due to market factors, in years with low
stock market earnings foundations may give fewer grants in smaller amounts than
they did in recent years.
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Foundation Research

Information about foundations—guidelines, application instructions, gift informa­
tion, contacts, and foundation priorities—can be obtained online from various
sources that offer information from minimal grantor profiles at no cost to detailed
information for paid subscribers. The Foundation Center offers one of the most
robust databases available as well as educational resources (www.foundationcenter
.org). Its extensive database, which can be very expensive to access on an infrequent
basis, may be available for nonprofit organizations to use at no cost through libraries
and other organizations with a mission to provide resources to the nonprofit
community; however, large nonprofits often subscribe to the database so that they
will have immediate access to the most up-to-date data whenever desired. Many
universities also have foundation research libraries or materials. It is important for
staff responsible for foundation funding at nonprofit organizations to maintain a
network of foundation program officers and contacts. Schedule foundation
research on a regular basis, and take advantage of opportunities to network
with foundation executives. Asmore foundations are requiring online submissions,
it is increasingly difficult to cultivate the kinds of relationships that can prove fruitful
when applying for a grant; thus fundraisers need to be proactive in establishing
relationships whenever possible.

When beginning research, focus on grantors whose interests match the
organization’s mission and programs. Searching an online database allows you
to hone your research to find grantors that fund projects in your geographic
locations or more closely align with your organization’s projects. You can often
obtain a foundation’s latest 990 report online, which provides current lists of what
it is funding and in what amounts.

Once you have a list of grantors to consider further, the next step is to get the
most up-to-date information directly from the foundation, often via its website or
through a written request. Spending time developing any request for a founda­
tion that is not interested in funding your project—no matter how worthy that
project is—will not be a productive use of your time.

Once you have determined that the foundation may be a good fit with your
organization’s program needs, you may be given an opportunity to submit a letter
of inquiry asking permission to submit a grant proposal. Other foundations will
simply instruct you to submit a grant proposal, often using their online process. If
no instructions are provided, the letter of inquiry should be two to three pages
maximum and include the name of your organization, the amount of your
request, and the description of the project. It is important to focus on your
organization’s ability to achieve the goals of the project, why your organization is
the most qualified to respond to the need, your proposed solution to the need,
and any other funding sources.

http://www.foundationcenter.org
http://www.foundationcenter.org
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At all stages of research, remember that the aim is to uncover foundations that
are most likely to fund the organization’s projects. Remain focused on the
appropriate amount to request and the foundation’s philanthropic interests.
When conducting research, carefully note all instructions pertaining to applica­
tion procedures, including deadlines.

Project Development

Government, foundation, and corporate grantors tend to favor innovative
programs that are responsive to pressing societal needs. Some grantors provide
general operating support for nonprofit organizations. Many do not. Some
grantors provide grants for capital or building projects. Many do not. Most
grantors favor special projects.

Maintain detailed information about the need your organization serves. For
example, if the organization serves homeless people, maintain information
concerning the numbers of such people in the region and the root causes of
their homelessness. Also maintain statistics concerning the number of people
served and how they have benefited from the programs. Review the literature.
Ask, “What programs have worked elsewhere? What pressing needs do the
people we serve face? What services are most likely to provide long-term
solutions? What projects or programs might serve as a model for the rest of
the nation?”

Whenever possible, communicate directly with foundation program officers.
What projects or programs are of greatest interest to the foundation? Has the
foundation contemplated any initiatives in which your organization might play a
role? Do your foundation contacts know of any other foundations that may be
interested in your program or project?

Foundations respond most favorably to well-planned projects that are inno­
vative yet feasible with realistic budgets that are inclusive of all anticipated costs.
High-sounding projects that claim to end poverty or assure world peace are
simply unbelievable. Similarly, proposals that sound very vague are less likely to
be funded than projects that have a tangible quality to them. A vague proposal for
support of a farm that promotes sustainable agriculture may be less attractive than
a specific proposal that requests funds for seeds and a model irrigation system.

When designing a program, think ahead to the goals and interests of the grant
reviewers. Does the program truly match the priorities of the foundation that is
being applied to? Does the staff have the expertise to carry out the program? Can
the organization deliver on all commitments required, such as staffing with
personnel that meet defined criteria such as ethnicity? Be specific. I recall one
successful grant application for a computer lab at a children’s museum. The RFP
required information about the software that would be made available for use by
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the children. The successful application provided detailed plans to include
software suitable for young girls as well as young boys.

Set realistic goals. With a well-planned program—one that has clear and
achievable objectives—it is possible to design a strong evaluation component into
a project plan. Successful applications have measurable goals or objectives; these
goals or objectives should be both quantifiable and specific, with goals that
indicate the desired outcome and objectives that show the means of accomplish­
ing the goal.

The Application

When preparing the grant application, be sure to follow all instructions meticu­
lously. Answer all questions—but be sure to observe any space limitations. If the
foundation guidelines call for a proposal of not more than five pages, don’t submit
a six-page proposal. Written proposals should be easy to read in terms of font
choice and size; grant reviewers don’t want to have to use magnifying glasses to
review a proposal.

Online applications often limit the number of words, so it is essential to write
and rewrite in advance of entering the information online so you are sure every
word advances your proposal. Additionally, many online applications will
immediately disqualify you if you don’t meet specific criteria (for example, if
your overhead rate is above a predetermined level or the project is not located in a
specific geographic location), so carefully review all criteria before beginning the
process.

Regardless of whether the foundation has established guidelines for submitting
your proposal, uses an online application process, or leaves the decision of how to
develop the proposal to the applicant, write your proposal so as to address the
primary concerns of the foundation.

When writing each section, stick to the subject and do not stray from the main
points. Every grant reviewer has seen pages upon pages of irrelevant and
nonresponsive writing. For some reason, many grant writers view every question
as an occasion to convey more information about their organization. When
responding to the question “What need or problem does your project address?,”
they begin by writing: “Founded in 1956, our organization has a long history of
innovative responses to pressing needs in our community. Our reputation for
fiscal responsibility and inclusiveness places us in a unique position to address a
broad range of social issues.” In fact, some people never get around to answering
the question at all. A more appropriate response might begin, “In our town,
approximately 1,500 people sleep on the streets each night. A recent survey of the
homeless population conducted by the city’s human services department indicates
that 37.4 percent of these homeless people are suffering from treatable mental
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illnesses.” The grant reviewer now knows that there is a need to serve the
homeless population and that the program will deal specifically with the mental
health needs of the homeless. As important, the grant reviewer knows that the
writer is familiar with research dealing with the organization’s area of concern.

In the absence of guidelines from the potential funder, your proposal should
include the following:

• Cover letter

• Executive summary

• History/background (focusing on the history relevant to the project for
which you are seeking funding)

• Statement of need

• Goals and objectives

• Methods

• Anticipated results and evaluation methodology

• Budgets (for the project and the organization as a whole)

• Appendices, limited to what is requested or is relevant to the proposal

Your proposal needs to clearly answer why, what, when, how, and howmuch.
The proposal should be succinct and readable. However, in pursuit of brevity do

not assume that because a question was answered elsewhere in the proposal that
similar information need not be provided in another section of the application. For
example, early in the application the writer may have stated that the program is
established in a poor, rural area with a high percentage of non-English speaking
residents. Later, the proposal may ask about the population served. Even though the
population was mentioned earlier, be absolutely sure to give the most complete
answer in this section. Don’t be vague. If people are served without regard to race,
religion, or creed, say so. If statistics are available that describe the people participating
in the program, cite them. Language such as the following is most helpful:

In a trial period last summer, 53 percent of program participants were women,
47 percent were male. Of these men and women, 42 percent were Hispanic,
39 percent were Anglo, 11 percent were Native American, 4 percent were
Asian, and 4 percent were African-American. In the region we serve, 78 percent
of the entire population lives below the poverty line.We anticipate that program
participants will reflect the socioeconomic demographics of our region. Our
program will directly benefit no fewer than 3,500 people. With the addition of
the new special needs program coordinator, we anticipate that we will accom­
modate the needs of approximately 75 people with moderate-to-severe physical
and developmental disabilities. All services are offered without regard to race,
religion, creed, or nationality.
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Be thorough in each section—even to the point of redundancy—because
grant reviewers often skim through proposals. When looking for their particular
concerns, they may focus only on one section. Some want to know that an
organization has measurable objectives. Some might be most concerned about
the quality of the evaluation program. An occasional grant reviewer might be
interested in the inclusion of a specific, underserved population. Most take a
broader view but still can have a special interest in a particular aspect of a proposal.
So, answer each question in a manner that allows each grant reviewer to find the
information he or she is looking for in the section that addresses the reviewer’s
particular concern.

Be sure that the proposal is complete and timely. Have a colleague help
double-check the grant submission package. Were all questions answered in the
proposal? Have all attachments been included? Were all instructions followed? Is
the grant amount requested clearly indicated? Is it clear how the foundation’s
funds will be used? Has the deadline been met? If the answer to all these questions
is yes—and a project that matches the funder’s priorities has been described—
then submit the proposal. Funding is not assured; but the probability of getting
the funds needed has increased.

Here are some more ideas that can help save time with grant applications—and
help increase your grant success rate:

• Never submit mass applications. Always personalize approaches and let the
funder know how the project fits the foundation’s interests.

• Duplicate batches of commonly used attachments: the list of board mem­
bers and their affiliations, the 501(c)(3) tax exemption letter, the most recent
audit, and recent financial statements. Keep a good supply of all these
common attachments on hand.

• Have easy access to the annual operating budget and project budgets. This
will make it easier to format the budget information in a way that
strengthens the grant application.

• Work smart! Spend time working on potential large gifts from qualified
foundation prospects.

Here is some final advice. Many organizations have grant review panels.
Anyone who ever has an opportunity to serve as a grant reviewer should do so.
The time spent will be well worth the effort. Consider serving on a Rotary Club
grants review committee or volunteer to review a local arts council’s grant
applications. Once a person has served as a grant reviewer, he or she will be far less
likely to submit a vague, nonresponsive proposal.
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Acknowledgment and Reporting
Requirements

It is appropriate to follow up after submitting your proposal, but be cognizant of
the foundation’s timetable. If proposals are due March 1 but its timetable states
that proposals will not be reviewed until May, do not contact the foundation in
April to ask if a decision has been reached; you are wasting your time and the
goodwill of the foundation. If you are notified that the application has been
approved, be sure to send a thank-you letter to the foundation. Grant writers with
personal contacts to any representatives of the foundation should also call or visit
to express appreciation. It is also appropriate to send a note or place a phone call to
thank a foundation for its time and consideration, even if your proposal is
rejected. Some nonprofit administrators view foundations as impersonal mono­
liths. They forget that foundations are made up of living and breathing human
beings. Personal contact and expressions of appreciation are not only polite but
also help cement relationships and may influence future funding requests.

In addition to gracious acknowledgment of the contribution, the organization
must ensure that it meets all reporting requirements. Many foundations require a
formal report on the project and may base any consideration of future funding on
a final report upon project completion or toward the end of the fiscal year if
general operating funds were received. Foundation officers frequently tell
resource development professionals horror stories of large grants that were never
acknowledged. To make matters even worse, a number of nonprofits fail to meet
their reporting requirements and deadlines. Of course, these organizations find
themselves ineligible for future funding.

Manage programs in a manner consistent with the grant application. If any
major changes in a program have to be made, communicate with foundation
representatives and let them know the reasons for the changes. Be mindful of
evaluation tools. Maintain reliable records dealing with all measurable objectives.
Monitor all reporting deadlines and requirements. Fulfill the organization’s
obligations and enhance your reputation for successful project management.

Donor-Advised Funds

Donor-advised funds have grown significantly in popularity—and value—over
the last decade. A donor-advised fund is a philanthropic vehicle established as a
public charity by an individual or group of individuals. The donor makes a
charitable contribution and receives an immediate tax benefit; however, the
funds do not need to be distributed immediately.

Some donor-advised fund managers—for example, managers of a community
foundation—may limit grants to a list of qualified charities within the scope of the
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foundation. The donor is aware of these before making his or her contribution.
Others allow a donor to fund any cause he or she selects at any time.

The National Philanthropic Trust has defined a donor-advised fund as “a
charitable savings account” because the donor can deposit money (and receive a
tax deduction) when he or she has the means but spread contributions out over
time. This can allow for predictable distributions to a charity, opportunities to
teach children and grandchildren about philanthropic support by allowing them
to be invested in the decisions related to beneficiaries of the funds, and the fund
potentially continuing to function beyond the life of the donor when a successor
is named to continue distributions as long as funds remain.
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CHAPTER 13
■

Planned Giving

The generations of living things pass in a short time, and like runners hand on
the torch of life.

—LUCRETIUS, DE RERUM NATURA

Defining Planned Giving

Planned giving, charitable gift planning, and the older term, deferred giving, all refer to
charitable contributions made with some level of professional guidance. Most
planned gifts have the potential to help reduce the donor’s estate taxes, income
taxes, and/or capital gains taxes. Charitable gift planning perpetuates the donor’s
values. At the same time, gift planning helps donors better provide for their
families and loved ones. Some planned gifts provide donors with income for life.

Many planned gifts, such as bequests, are deferred contributions. The non­
profit organization receives the bequest on the death of the donor as part of his or
her estate disbursement. Other planned gifts, such as donations of stock or a
charitable gift annuity, produce contributions for the charity.

Importance of Planned Giving

In 2015, according to Giving USA, bequests from individuals to charities
accounted for approximately $33 billion and represented 9 percent of all monies
given to charity in the United States. Each year, the amount donated through
bequests is greater than all corporate donations in the United States andmore than
giving by foundations, excluding the sum from individual and family (individual­
driven) foundations. Despite a common view that giving from foundations and
corporations is the linchpin of any fundraising program, planned gifts produce
significant resources for nonprofit institutions nationwide. Charitable gift plan­
ning strengthens the organization’s long-term strategic position and provides an
opportunity to strengthen a donor’s relationship with the organization and thus
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their loyalty to it. Moreover, planned gifts are essential to building the organiza­
tion’s endowment funds.

Charitable gift planning has become even more essential in the 21st century as
baby boomers (individuals born between 1946 and 1964) are at or nearing retirement
age and represent the wealthiest generation in America’s history. Members of this
generation have a strong desire to help their children and grandchildren, but those
with strong values also want to help the organizations that have been important to
them—for example, their church or synagogue, their university, and their other
favored nonprofit institutions. Yet fewer than half of Americans over age 50 have a
will or other estate plan, and only 5 percent of Americans over age 50 have made
provisions for a nonprofit institution in their estate plans. Thus, this is a largely
untapped opportunity for nonprofit organizations.

Charitable Gift Instruments—Ways

of Giving

Current Gifts

The simplest way for supporters to contribute to an organization is to write a
check or make a gift using a credit card. However, donors who wish to maximize
their income, capital gains, and estate tax savings should examine all of their assets
to identify the most effective donation.

Outright gifts—sometimes called current gifts—make funds available for the
nonprofit organization’s immediate use and provide donors the advantage of
income tax deductibility. Some current gifts also may help donors avoid capital
gains taxes. Current donations may take many forms, including:

• Cash and checks

• Securities (stocks or bonds, for example)

• Real estate

• Life insurance policies

• Personal property

Look at how planning can affect the donor’s taxes. AssumeMr. Smith wants to
donate $10,000 to the Community College Foundation. If he writes a check for
$10,000, most likely he will be able to take an income tax deduction for this
amount. Assuming a 33 percent tax rate, in reality the $10,000 donation will have
cost him $6,700.

Assume Mr. Smith wants to donate $10,000 and has long-term appreciated
stock. If the stock cost $4,000 but has a current fair market value of $10,000,
Mr. Smith can donate the stock and take the full $10,000 income tax deduction,
reducing income tax by $3,300. Additionally, he will have avoided capital gains
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taxes of $900 (15 percent capital gains tax rate × $6,000 capital gains). In this
example, the $10,000 donation will have cost Mr. Smith only $5,800.

If, however, Mr. Smith has stock that has depreciated in value, he may be
better off selling the stock, realizing the loss, and donating the proceeds. If
Mr. Smith sells the stock, he may be able to deduct all or a portion of the capital
loss and the $10,000 charitable donation.

Thus donors will want to consider contributions of appreciated assets. How­
ever, generally donors are better off selling capital assets that have declined in
value and contributing the proceeds after the sale.

Other advantages are associated with this type of planning. Charitable donations
reduce the donor’s taxable estate.With current giving, the charitymay use the funds
immediately, and the donor has the opportunity to see the impact of his or her giving.

Bequests

Bequests, which account for nearly $9 of every $10 left to charity through planned
gifts, can be established in a will, trust, or codicil. As these are not paid out until
the death of the donor, they enable people to provide long-term financial security
for themselves and other family members, if desired. Such bequests also help
donors perpetuate their values and support the vital work of the charities that are
important to them.

Wills and trusts can specify that the remainder of the estate can go to the
nonprofit after family and friends have been taken care of. Alternately, the will
can allocate a percentage of the residual estate to the charity. Or the will can
specify that the nonprofit organization receive a predetermined fixed gift,
whether in cash, securities, property, or valuables.

Donors who already have executed their wills or estate plans can amend them
easily through a simple legal device known as a codicil, a clearly worded paragraph
that can be added to a will. The codicil must be executed, signed, and witnessed
in accordance with state law. It provides an easy means of including the donor’s
favorite nonprofit organizations as beneficiaries in his or her estate without having
to execute an entirely new will.

Nonprofits should frequently publish sample codicil language, such as the
following, in newsletters and planned giving materials, and on their websites:

I give, devise, and bequeath to ___________________ [legal name of nonprofit
organization], a nonprofit organization located at _____________________
[full address], federal tax ID number ___________________, all [or state
fraction or percentage] of the rest, residue, and remainder of my estate, both
real and personal, to be used for its general purposes [or specify endowment,
special uses, or restrictions].
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OR

I give, devise, and bequeath to _____________________ [legal name of
charity], a nonprofit organization located at _______________________
[full address], federal tax ID number _______________________, the sum
of $________________________ to be used for its general purposes [or specify
endowment, special uses, or restrictions].

Bequests to nonprofit organizations are not subject to estate or inheritance
taxes. Furthermore, the value of the bequest is deductible from the donor’s
taxable estate, thereby lowering any estate taxes. There is no limit to the amount
of deduction allowed.

Gifts by will may be restricted (designated for specific purposes) or can be left
unrestricted, thereby providing maximum flexibility in helping the nonprofit
organization enhance its services.

Whatever type of bequest donors wish to make, a will or trust is essential. If a
person dies intestate (without a will), the state in which the decedent (the person
who has died) resides will distribute the estate according to the predetermined
formula of the state’s probate code. Nonprofits should encourage donors to seek
the counsel of a competent attorney and other trained professionals when
updating their estate plans. Representatives of the nonprofit organization should
never involve themselves in helping a donor prepare a will or trust, as this may be
viewed as undue pressure; however, they may make themselves available to
discuss the donor’s objectives with donors and their advisors.

Gift planners, weighing the merits of current contributions relative to gifts
through wills, may wish to consider that assets left in the will produce no income
tax deductions. Such gifts also do not avoid probate.

However, from the philanthropic individual’s point of view, gifts through wills
and estate plans produce three main benefits. The donor’s legacy makes it possible
for the charitable institution to carry on its work after the donor’s demise. The
will can be changed during the donor’s lifetime. Charitable gifts in the will or
estate plan reduce the donor’s taxable estate.

Charitable Gift Annuities

A charitable gift annuity agreement, the second most common form of a planned gift (but a
distant second to wills), is a legal contract between a donor and the nonprofit
organization. In return for a charitable gift to fund the gift annuity (generally at an
established minimum level, often $10,000 or more), the nonprofit organization
will agree to make regular fixed payments to a beneficiary for life or to two
beneficiaries over their joint lives. The donor can designate the beneficiary of the
gift annuity, typically either the donor, the donors (in the case of a married couple
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contributing joint property), the donor and another person other than the spouse,
or another person. The donor can also elect the frequency of the payments—
monthly, quarterly, semiannually, or annually.

Exhibit 13.1 illustrates a charitable gift annuity for Juan and Bonnie Jimenez,
ages 75 and 70, respectively.

The rate to be paid each year is determined by the ages of the beneficiary or
beneficiaries named in the agreement. These rates are based on life expectancies
determined by actuarial tables. The older the annuitant(s), the higher the fixed
annuity payment rate will be. A best practice for nonprofit organizations is to
establish a minimum age for annuitants to maximize the benefits to both the
organization and the donor.

Charitable gift annuities produce a number of significant benefits. Donors
cannot outlive this source of income. These annuities offer a guaranteed rate of
return. Donors receive an immediate income tax deduction equal to the present
value of the future gift—that is, an income tax deduction for the value of the
presumed remainder. Donors also receive the satisfaction of knowing that their
gift will be a legacy that will continue on for the benefit of the nonprofit
organization; upon death of a donor, the remaining principal passes to the charity.
The charitable gift annuity reduces the donor’s taxable estate and avoids probate.

Charitable gift annuities represent a risk for the nonprofit, as the annuitant
cannot outlive the payments; if he or she (or the last remaining beneficiary, when

EXHIBIT 13.1 C h a r i t a b l e G i f t A n n u i t y
Source: Chart Copyright Crescendo Interactive, Inc. Used with permission.
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applicable) outlives the expected life expectancy, the nonprofit must continue to
make payments for the life of that donor. These payments are backed by the assets
of the nonprofit organization, and therefore the nonprofit should invest the
proceeds of the annuity, not expend them on current needs. Gift annuities are
subject to the laws and regulations of the state in which the donor resides,
meaning that charities must comply with any requirements of the state they are
incorporated in and of any states where they intend to issue gift annuities. Each
state takes responsibility for protecting its citizens, so a state may have a very
stringent registration process and regulations for any nonprofit organization that
wishes to issue an annuity to any residents of that state. If a nonprofit organization
does not comply, by law it cannot offer annuities to residents of that state. The
goal of the state is to encourage full disclosure of the nonprofit organization’s
financial status and ability to meet its charitable gift annuity obligations.

Charitable Remainder Trusts

With a charitable remainder trust, sometimes called a CRT or unitrust, the donor can
transfer cash or other valuable assets to the trust and receive income for life. The
trust can sell these assets tax free, so this can be very beneficial for assets that have
appreciated in value, as the donor will avoid capital gains taxes. In many cases, the
trust can sell these assets and replace them with higher income–producing assets.
Thus, the donor can increase his or her income dramatically. The donor will
receive a fixed income from the trust each year. This income stream can be
retained for the donor’s life or in combination with one or more other
beneficiaries. Upon the death of the last surviving beneficiary, the remaining
trust assets will benefit the important activities of the nonprofit organization.

Generally, the sale of assets through a charitable remainder trust will bypass the
capital gains tax on any appreciation, reduce or avoid estate taxes, and eliminate
the need to probate the assets placed in the trust. The transfer of an asset to the
trust is deductible, in part, for income tax purposes. Distributions from the trust
are taxable income to the donor.

The remainder interest (the value of the transferred property less the value of
the retained income stream) is irrevocably donated to a charity. Even though
actual receipt of the remainder interest by the charity is deferred until the income
stream ends, the donor will receive an immediate income tax deduction for the
presumed value of the charity’s remainder interest.

Charitable Remainder Unitrusts

The charitable remainder unitrust (see Exhibit 13.2) allows the donor and any other
designated beneficiaries to receive income over either the donor’s life, the donors’
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EXHIBIT 13.2 C h a r i t a b l e R em a i n d e r U n i t r u s t

joint lives, or for life plus a stated term of years. Once the life income beneficiary
obligation has been met, the balance of the trust assets will be transferred to one or
more “charitable remainder” nonprofits. However, this income is based on a
percentage of the fair market value of the trust, which is based on a value that is
recalculated annually. As the value of the trust assets increases, either through
market gains or additions to the trust made by the donor, the donor’s annual
income also increases (income will decrease as trust assets decrease). Charitable
remainder unitrusts ensure future support of the organization. They may be the
best solution for donors who would like to make a gift of cash, securities, or real
estate but wish to retain income for life (or the life of their designated beneficiary
or beneficiaries). Donors select a fixed percentage (not less than 5 percent) of the
net fair market value of the contributed property. The amount paid will be this
fixed percentage times the fair market value of the trust assets as revalued annually.

When considering establishing a charitable remainder unitrust, estate-planning
professionals frequently advise donors that a $100,000 minimum donation is
needed to establish the trust—as required by most nonprofit organizations.
Additionally, many nonprofit organizations require the youngest beneficiary
to be a minimum age. Donors also must consider the set-up costs and annual
trustee fees when establishing the trust.

The benefits of the charitable remainder unitrust are as follows: Donors receive
variable income for life, which may provide a valuable hedge against inflation;
they receive an income tax deduction for the value of the remainder portion of
the contribution; they pay no capital gains tax on appreciated securities or real
estate transferred to the trust; the contribution reduces the donors’ estate, which
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may save on estate taxes; upon the death of the income beneficiaries, the principal
passes to the charity; donors can contribute additional assets to a charitable
remainder unitrust; if desired, the charitable remainder unitrust may be estab­
lished to distribute deferred income; and assets in a unitrust avoid probate.
However, the charitable remainder unitrust is irrevocable, so a donor cannot
change his or her mind once the trust is established.

Charitable Remainder Annuity Trusts

With annuity trusts (see Exhibit 13.3), the amount paid to the donor each year
from the annuity trust is a fixed percentage of the value of the trust at the time it is
established. The annuity amount must be at least 5 percent but not more than 50
percent of the initial value of the transferred assets. This income may be tax free if
tax-exempt securities are used to fund the trust. At the death of the donor or
designated beneficiary, the trust’s principal becomes the property of the nonprofit
organization.

As with unitrusts, charitable remainder annuity trusts, whether in the form of
real estate, securities, or cash, usually require a minimum $100,000 donation.
Donors also must consider the set-up and annual trustee fees. Unlike unitrusts,
donors may not add to an annuity trust.

However, the donor who establishes a charitable remainder annuity trust
receives an annual fixed income, as well as a number of benefits, including an
immediate income tax deduction for a portion of the gift in the year the trust is

C h a r i t a b l e R em a i n d e r A n n u i t y T r u s tEXHIBIT 13.3
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created. Because donated assets avoid capital gains taxes, appreciated securities are
particularly well suited for annuity trusts. In addition, the trust pays no capital
gains tax if the securities are sold. Finally, transfer of assets to an annuity trust
removes the assets from the donor’s estate, thereby avoiding estate taxes and
probate.

Wealth Replacement Trusts

The wealth replacement trust (see Exhibit 13.4), also called the asset value replacement
trust, is an insurance trust established to benefit the donor’s heirs. This is set up in
tandem with one of the two CRTs explained above. The wealth replacement
trust is funded with the money saved through tax deductions and the increased
cash flow that is associated with the CRT.

Here is an example of how charitable giving combined with estate planning
can produce substantial benefits for the donor, the donor’s heirs, and the
nonprofit organization.

Samantha Pearson, age 50, purchased an asset for $250,000 many years ago.
Today the asset is worth $1,000,000. If Samantha wishes to sell the asset and

EXHIBIT 13.4 C h a r i t a b l e R ema i n d e r U n i t r u s t a n d We a l t h R e p l a c eme n t
T r u s t
Source: Chart Copyright Crescendo Interactive, Inc. Used with permission.
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reinvest the proceeds in an asset that generates more income, she will have to pay
a capital gains tax of $178,500 (or more or less, depending on her tax bracket),
leaving only $821,500 to reinvest.

Instead, she establishes a charitable remainder unitrust funded by the
$1,000,000 asset. The tax-exempt trust sells the property. No capital gains taxes
are due. The trustee then uses the tax savings to purchase a life insurance policy,
which is held by the trust outside of Samantha’s estate.

When Samantha dies, the trust principal, which may now be greater than
$1,000,000, goes to the charity. But what about Samantha’s heirs? The life
insurance policy the trust purchased with the tax savings Samantha realized from
establishing the CRT is paid to her heirs.

A wealth replacement trust may be beneficial for someone who is healthy
enough to purchase life insurance at an affordable rate. Additionally, the cost of
the life insurance policy will depend on the person’s age, size of the death benefit,
and state of residence.

Gifts of Real Estate

Many nonprofit organizations are experienced in accepting gifts of real estate. In
all cases, organizations need some time to review the property title, the appraisal,
and perhaps most importantly, the property’s environmental condition. Non-
profits must do due diligence to insure they do not accept property that carries
with it any environmental liabilities.

Donors can make current or deferred gifts of real estate. A current gift, whether
commercial, residential, or agricultural, provides immediate tax savings and
relieves the donor of the expense and burden associated with property manage­
ment. Generally, the tax deduction equals the fair market value of the property.
The deduction will be reduced somewhat if the property qualified for deprecia­
tion write-offs in prior years.

An example of a deferred gift of real estate is what is called a life estate reserved.
With this kind of gift, the donors retain a life estate in their personal residence,
farm, or ranch while transferring the remainder interest to charity. Donors can
continue to occupy the property and use it throughout their lifetimes. In this case,
the nonprofit needs to draw up a legal agreement as to the responsibilities of the
donor in terms of maintenance of the property, maintaining adequate insurance,
payment of real estate property taxes, and other expenses. The property need not
be the donors’ primary residence; it can be a second home or a vacation home. To
be classified as a farm, the land must meet specific legal criteria. Gifts of residences
or farms allow donors to (1) make an irrevocable commitment to the nonprofit
organization; (2) continue to enjoy use of the property as usual; and (3) receive a
current income tax deduction for the value of the remainder interest in the
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property. The income tax deduction can be substantial. As expected, the donated
property reduces estate taxes and avoids probate.

Gifts of Life Insurance

Life insurance gifts have been growing in prominence in recent years, due in
large part to the fact that they can allow younger donors to make more
substantial gifts at a lower cost to them. A donor can irrevocably donate an
existing policy to a charity, or purchase a life insurance policy on his or her life
and irrevocably transfer its ownership to the charity. If the policy is paid in full
(meaning no further premiums are due), the donor can receive an immediate
tax deduction for either the cost basis or fair market value on the date of the
gift, whichever is lower.

Alternately, if the donor gives a policy that continues to have annual premiums
due, the donor can make a donation to the charity each year to cover the cost of
the premium. He or she will receive an annual tax deduction for that donation,
and will also be entitled to a donation of the current value of the policy in the year
of making the gift.

Donor Education and the Planned-Giving

Program

Many donors know about the importance of charitable gift planning. Therefore,
well-respected nonprofit organizations, even those that have not established a
planned-giving program, receive contributions through wills or bequests. How­
ever, to encourage gift planning, increase the number of gifts through estate plans,
and help donors maximize their gift potential, nonprofits should proactively work
to educate donors and prospective supporters.

The Board’s Role and Buy-In

The first task involved with establishing a planned-giving program is to ensure
that the board of directors supports the program. The board is responsible for the
organization’s strategic direction and for setting policy. Therefore, board mem­
bers are actively involved in a number of key decisions, including:

• What gifts will the organization accept? The board must adopt a gift
acceptance policy.

• Should all undesignated bequests be used for operations? Or should the
board place contributions over a certain amount in a board-designated
endowment fund?
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• How should the organization manage its endowment funds? Who acts as
trustee? Does the organization establish a separate foundation? Should the
organization consider placing all endowment funds in a community
foundation?

• How should the organization invest endowment funds?

• How should the organization acknowledge planned or deferred gifts?

• How should planned or deferred gifts be counted toward campaign goals?

These and many other questions require serious deliberations. By encouraging
board participation in these discussions, the development professional can help
ensure support for a planned-giving program.

Board member buy-in also is essential to the success of a donor education
program. Board members often facilitate introductions to estate-planning pro­
fessionals, top donors, and community leaders. Board members can be the most
effective advocates for a planned-giving program, especially when they make
provisions for the organization in their own wills or estate plans.

Planned-Giving Committee

Many nonprofit organizations find it helpful to form a committee that focuses on
charitable gift planning. This planned-giving committee usually is composed of
estate-planning professionals who share the organization’s values and support its
mission. They can help develop or refine gift acceptance policies. The committee
can review materials for clarity and accuracy. Those members who are gifted at
public speaking may speak at seminars. Almost every planned-giving committee
serves in an advisory capacity. Individual committee members vary greatly in how
much pro bono work they will perform for the nonprofit organization or for
planned-gift donors. Many will help donors with simple codicil language. Some
might offer general advice on estate planning. However, to avoid conflicts of
interest, nonprofit organizations and estate-planning professionals serving as
volunteers for those institutions must remind donors to work with their own
estate-planning professionals.

Whether the organization decides to establish a planned-giving committee or
not, its executive director, development director, and key board members should
network with estate-planning professionals: attorneys, certified public account­
ants, trust officers, insurance professionals, financial planners, and planned-giving
advisors. These professionals should be told about the important work the
organization does and be informed as to which types of planned gifts the charity
accepts. Seek their advice and help.

Estate-planning professionals are among an organization’s most important
allies. Frequently they directly or indirectly offer recommendations when
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requested by philanthropic individuals who are making their estate plans. At a
minimum, estate-planning professionals might ask whether clients have any
interest in remembering any charitable organizations in a will or estate plan. At
times, professionals might suggest that charitable gift planning could help clients
better provide for family and loved ones. At a critical point in the estate-planning
process, estate-planning professionals that are familiar with the accomplishments
of your organization might even choose to mention that to the client.

Seminars

Mature organizations might conduct a number of planned-giving seminars each
year. The simplest way would be to conduct one seminar annually for supporters
and prospective supporters. Many organizations prefer to conduct separate
planned-giving seminars each year for prospects as opposed to estate-planning
professionals.

The seminars for prospects might focus on the general need for estate planning.
People need to be reminded that without planning, the government can receive a
disproportionate portion of their assets and estate, or the estate may transfer to
someone outside the donor’s wishes. One main message of each seminar is to
encourage all people to make wills and estate plans. Another message is that it is
possible for donors to perpetuate their values and ensure their legacy by
remembering the nonprofit organization in their wills.

Some seminars focus on wills and estate plans. Others provide a broad
overview of gift-planning vehicles, such as charitable gift annuities, CRTs,
life insurance donations, gifts of residences, and wealth replacement trusts.
Organizations with many supporters may try several formats with differing
emphases. In any case, be sure that the seminars take place in a comfortable
setting. The invitation and presentation should focus on benefits to the donor. Be
sure to give each attendee valuable information to take home, including sample
codicil language.

The presenter should use helpful examples of gift-planning strategies. The
examples used should refer to people in the same age group and socioeconomic
circumstances as the seminar attendees. The situations and assets referred to also
should be relevant. The presenter should use as many participatory techniques as
possible. The objective is to engage the audience, not to lecture. Above all, trust
documents should not be read to the audience. It is very difficult to influence
people who are asleep.

Make follow-up visits to attendees who indicate interest in the gift-planning
strategies that were covered. Offer to share computer-generated illustrations of
benefits. These printouts, often generated by proprietary programs licensed by
planned-giving vendors, allow the user to input basic information provided by
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prospective supporters and calculate income and capital gains tax savings, estate
tax benefits, and cash flows generated by life income gifts, and to project the value
of the end gift to charity.

If the nonprofit organization does not have planned-giving software, work
with a consultant or find a colleague who can furnish presentation materials
related to tax calculations and cash-flow projections. Also, development pro­
fessionals who are not experienced in charitable gift planning should be sure to
work closely with an experienced planned-giving professional.

Planned-giving seminars for estate-planning professionals generally take one of
two approaches: either a general overview of the organization and planned-
giving strategies or a more in-depth technical presentation focusing on one or
two estate-planning strategies. Often the general overview is presented as a social
and informative gathering; the invitation might even mention that this gathering
is an opportunity for networking. The more technical seminars are especially
attractive to estate-planning professionals if they can receive continuing educa­
tional units (CEUs) for attendance.

In all cases, spend at least a fewmoments in each seminar pointing out the good
works of the organization. Also, furnish copies of the case statement and other
promotional materials in the presentation folder each attendee receives.

Other points to be made at each seminar include:

• Planned-giving strategies allow the donor to better provide for family and
loved ones while also making a significant investment in the charity.

• The organization will always approach planned giving from the donor’s
perspective, and the seminar functions only to provide information on
alternatives, not to draw up final documents and agreements.

• Many planned-giving vehicles provide the donor with income for life.

• Planned-giving strategies often increase the donor’s current income.

• When considering charitable contributions, donors can use many different
types of assets—and many gift-planning vehicles.

• While organization representatives are available to explain a number
of charitable gift options, donors should consult their own planning
professionals.

• To sustain and enhance the valuable work of the organization, the
institution needs current and long-term contributed income.

Print Materials and Publications

The simplest way to begin a planned-giving program for an organization is to
publish the phrase “Please remember our organization in your will or estate plan”
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in each newsletter and in other publications. Of course, use the legal name of your
organization and be sure to include your organization’s federal tax identification
number (or FEIN). Using the full legal name of your organization and tax ID
number will help the donor’s estate-planning attorney correctly identify the
intended charitable beneficiary and avoid confusion after the donor passes away.

If desired, the message may be varied. At times, a phrase such as “If you have
remembered our organization in your will, please let us know so that we may
acknowledge your thoughtfulness with membership in our Legacy Society”may
be appropriate. You may also include simple planned-giving articles in the
organization’s newsletter.

Some organizations print the “Please remember . . .” phrase on the bottom of
their stationery. Others print the message on the back of the stationery used for
acknowledgment letters. Many organizations include planned giving–specific
pages on their websites; these may be produced in-house or licensed from a
planned-giving service provider.

An inexpensive idea is to print simple gift-planning reminder messages on slips
of paper that can be placed inside the envelope with the thank-you letter. These
reminder slips can be printed three or four to a page; thus, the cost is extremely
minimal. Even more important, by placing the slips in the thank-you letters, the
message is being targeted to the best prospects—current donors.

Be creative. Vary planned-giving messages. Using the organization’s news­
letters, annual reports, program books, thank-you stationery, and other internal
print materials, as well as the website, will consistently educate supporters about
the importance of bequests and estate planning.

Besides sending internal publications, fundraisers may wish to purchase and
mail gift-planning materials from organizations that provide these materials.
These gift-planning consultants and publishers offer a wide variety of brochures,
pamphlets, newsletters, and web copy. Some materials provide a broad overview
of planned-giving strategies; others cover specific topics, such as wills and
bequests, charitable gift annuities, year-end tax planning, and CRTs.

Often these materials may be customized with the imprint of the nonprofit
organization’s name, logo, and address on the predesigned piece. Because the
publisher enjoys an economy of scale, the price for each brochure is often less than
the cost for the nonprofit organization to print its own materials. However,
organizations with large constituent files and access to legal counsel may prefer to
develop their own materials.

Every organization faces budget constraints. However, planned-giving pro­
fessionals advise communicating with as many constituents as possible. The
nonprofit organization’s newsletter should contain valuable gift-planning infor­
mation and most probably is mailed or emailed to the entire in-house list. The
reminder slips placed in thank-you letters are targeted to current donors.
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Who receives the more expensive planned-giving brochures? Certainly
those people who have requested the information. Beyond that, the answer
becomes a bit more complex and usually is some compromise based on the
demographics of the donor base and budget constraints. The best prospects
for planned gifts are the most loyal supporters. There are three indicators of
such loyalty: the donor’s cumulative giving, the size of the donor’s largest
gift, and the number of donations the donor has made. A donor whose total
multiyear giving exceeds $10,000 has clearly indicated support for an
organization. A donor who has given a single gift of $1,000 or more might
very well share the organization’s aspirations. A donor who has made 10 or
more contributions, no matter how small, has indicated a marked degree of
loyalty to the organization. Some of these donors, due to reduced income,
may be giving less, or not at all, in recent years. However, because of their
loyalty, they may be your best prospects for a planned gift and should not be
overlooked.

The important point here is not so much the specific numbers used. Each
organization has a different view of what a large gift is, which cumulative amounts
are significant, and how many gifts indicate shared values. An organization will
want to segment its mail list and send as many planned-giving brochures as are
cost effective based on three criteria: cumulative giving, largest gift, and number
of contributions. In this way, the organization will be sure to communicate with
each of its very best planned-giving prospects.

A word of caution here: Many of the preprinted materials are designed with no
response card. Others encourage the supporter to request more information. Too
often, nonprofit organizations mail a brochure—and respond to the supporter’s
request for more information by sending another brochure. To make matters
worse, the second brochure frequently has no response card.

To avoid this seemingly never-ending cycle of responding to printed material
with more printed material, choose brochures that have response cards. Especially
look for or design planned-giving materials with response devices that invite
further contact.

If the materials ordered do not have a response card, design one and place it in
the brochure. Or send the brochure with a cover letter that states: “I hope you
find the enclosed information helpful. I’ll give you a call early next week to
answer any questions you may have.” Also have easy ways online for a donor to
request more information. In all cases, be clear that a request for additional
information is confidential and presents no obligation to the donor.

Now that response devices are provided in the planned-giving materials, be
sure to stagger mailings so that staff can respond in a timely fashion to those who
call or send in the response cards. The aim is to keep the dialogue open and
personal.
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Importance of Personal Contact

People who respond to planned-giving materials should be visited personally
whenever possible. At a minimum, they should be contacted by telephone. After
all, these people so believe in the organization’s mission that they are considering
a bequest or other planned gift. Make no mistake. This represents a unique level
of commitment. People with resource development responsibilities absolutely
must follow through in the most personal and empathetic manner possible.

It is also important to create opportunities to meet supporters to discuss gift
planning, even those who have not yet indicated an interest in planned gifts.
Some organizations make it a habit to proactively seek appointments with their
top donors. Often the development director and a member of the board arrange a
meeting to discuss a range of issues. The meeting is used to thank the donor
personally. The representatives of the nonprofit also might ask donors’ opinions
of how well the organization is carrying out its stated aims. Donors appreciate the
opportunity to offer advice. During these meetings the nonprofit representatives
might ask whether the donor is familiar with gift-planning strategies. The
discussion might also include the importance of bequests.

If the response is favorable, the representatives of the nonprofit organization
might ask the supporter to consider membership in the legacy society or whatever
name the organization uses for its planned-gift recognition program. Thoughtful
donors can be acknowledged generously and graciously when they indicate that
they have remembered the organization in their estate plans. Additionally, this
allows the organization additional opportunities to deepen the donor’s relation­
ship with the nonprofit, especially critical when a gift is revocable, such as a
bequest in a will.

Endowment Fund

With permanent endowment funds, only the earnings are distributed; the
principal remains untouched and is invested in perpetuity. Endowment funds
are important to the nonprofit organization’s long-term viability and financial
health. Contributions to endowment funds allow donors to make major invest­
ments in an organization and enable them to perpetuate their values.

If an organization was founded more than 10 years ago and still does not have
an endowment fund established, its creation should be a high priority. In the
Kevin Costner movie Field of Dreams, Costner’s character, Ray Kinsella, heard a
voice saying, “If you build it, they will come.” It is much the same with
endowment funds. If you establish the endowment fund, people will donate.
Donors rarely think of contributing to an endowment fund that has not been
established. However, by establishing the fund and referring to it in public
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statements and in the organization’s publications, the endowment seems to take
on a life of its own. Over time, donations and bequests will increase and the
endowment will grow.

Organizations wishing to establish endowment funds have a number of
options. They may create a separate 501(c)(3) foundation to manage the endow­
ment funds for the benefit of the existing nonprofit organization. Or the
endowment funds might be placed or established in the city’s community
foundation. Some organizations hire trust companies or financial advisors to
manage their endowment funds. Alternatively, if the funds are still relatively
small, the organization’s board, staff, and volunteers might establish, invest, and
monitor the funds.

In any case, the board will need to adopt appropriate gift acceptance and
investment policies. Beyond establishing the endowment fund, the most effective
way to ensure healthy growth of the endowment is to publicize the bequests
program.

This chapter has devoted a fair amount of space to various gift-planning
strategies. Now it is time to focus attention on the simplest, most common, and
easiest-to-understand planned gift: the bequest. Mention wills and bequests in the
organization’s written materials and existing publications. Write short articles
reminding donors of the importance of drawing up a will or establishing an estate
plan. Publish the sample codicil language mentioned earlier. Be consistent in the
reminders. These few simple steps will help ensure that the organization will have
the endowment funds needed to sustain its work for decades to come.

Sample Marketing Plan for Charitable

Gift Annuities

To see how these donor education strategies might fit together, consider
following this easy-to-administer plan to promote charitable gift annuities.

Initial Activities

• Register in your home state and in any other states where you wish to offer
charitable gift annuities. There are firms that can assist you with this if you
do not have someone on staff qualified to do this.

• Develop a charitable gift annuity brochure for the organization. The
brochure should contain a “request for an illustration of benefits.” Or
use one purchased from one of the planned-giving service providers.

• Develop a standard ad format for the organization’s newsletters with a clip-
out coupon to request more information. In addition to the donor’s contact
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information, request his or her birth date, as this is useful for determining
which planned-giving options might be most attractive.

• Develop a webpage that explains the benefits of planned giving and invites
people to contact you for additional free, no obligation information.

• Develop a standard letter to respond to those asking for additional
information (see Exhibit 13.5). Call prior to sending out this information
to make sure your information is correct.

• Develop planned-giving reminder slips to include with selected thank-you
letters.

EXHIBIT 13.5 S AMP L E L E T T E R T O A C C OMPAN Y CHAR I T A B L E G I F T
ANNU I T Y

[Date]

[Mail Name]

[Address]

[City, ST ZIP]

[Salutation],

Thank you for this opportunity to provide an illustration of the benefits you will receive as a donor to
[Name of Organization] and the establishment of a two-life charitable gift annuity. We appreciate your
interest.

To summarize the attached illustration, your ages at the time you propose to send your $50,000 gift
(75 years and 70 years, respectively) resulted in an annuity rate of 4.8%. It is estimated that you will
receive annual income of $2,400, $764.26 of which will be tax free. Additionally, you will receive an
income-tax deduction of $14,278.64 at the time of the gift, and the property you propose to donate
would bypass capital gains taxes.

A gift to [Name of Organization] is irrevocable, and the lifetime annual income is guaranteed by the
full faith and credit of [Name of Organization].

If you are ready at this time to make your gift, please complete the attached charitable gift annuity
application form and return it with your check made payable to [Name of Organization]. Also, provide
a copy of each of your driver’s licenses, passports, or birth certificates as verification of your ages.
Upon receipt we will complete a gift annuity agreement for you to sign.
You might wish to discuss this gift with your financial planner or attorney. If you or they have any
questions, please call me at _____________________, or send an email to _______________.

Thank you for your extraordinary generosity. Your continued support of [Name of Organization] is
truly appreciated.

Sincerely,

[Name]

[Title]
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• Consider using preprinted, purchased brochures if you do not have skilled
staff with the time to develop these.

• Discuss potential segmentation. All current and former givers are prospects
for planned gifts. The best prospects have given frequently. Of course, the
best prospects also include those whose cumulative giving is in the top 20
percent of the in-house list. Also include individuals who have made major
gifts to the organization.

• Send a mailing that includes a charitable gift annuity brochure at least once a
year. (Do not include this brochure with a strictly fundraising mailing, such
as direct mail. This can siphon off donations.) If you have a postage permit,
include a postage-paid business return envelope with the mailing.

Response to Inquiry

Once a reply has been received from a charitable gift annuity prospect, follow this
step-by-step approach:

1.	 If the inquiry is in response to a piece that states, “Send me information
about charitable gift annuities,” call and thank the prospect for his or her
continuing support and interest. Send a response letter with a form that the
supporter can fill out requesting an illustration of benefits. Alternatively,
include a brochure and ask the prospective donor to complete the form in
it. If the inquiry includes the charitable gift annuity response form, go
directly to the next step.

2.	 When the nonprofit organization receives the response form, a knowl­
edgeable representative of the organization should call and thank the
prospect. Review the information on the application and state that a
personalized illustration of benefits will be put together. The conversation
might include something such as the following: “I’ll be in your area
Thursday. Could I stop by with the information?” If the prospect replies
affirmatively, make an appointment. Use the illustration of benefits on
your visit to help the prospect make a mutually beneficial decision. If an
organization representative cannot meet personally with the prospect,
send the illustration of benefits by mail with a letter indicating that
someone will call “in case you have any questions.”

Completion of Gift

When the charitable gift annuity agreement (see Exhibit 13.6) is prepared, call
and ask the contributor if he or she prefers to receive it via mail or online, or if you
can deliver it in person (if that is an option). Once the supporter and the nonprofit



WEBC13 02/09/2017 10:31:30 Page 223

EXHIBIT 13.6

planned giving 223

CHAR I T A B L E G I F T ANNU I T Y D O CUM EN T

THIS AGREEMENT is made and entered into on [Date] by and between [Name of Donor(s)] of [Donor
City and State] and [Name of Organization], a nonprofit corporation incorporated under the laws of
the State of [State Name] and located in [City and State].

WITNESSETH:

THAT WHEREAS the said [Name of Donor(s)] have paid and delivered to [Name of Organization] the
sum of $[Gift Amount] lawful money of the United States of America or its equivalent, the receipt
whereof is hereby acknowledged:

NOW THEREFORE [Name of Organization] hereby agrees to pay [Name of Donor(s)] jointly, and after
the first of them to die to the survivor of them, during the natural lifetime of such survivor the sum of
$[Annual Annuity Amount] each year from and after the date hereof, payable in equal quarterly
payments, the first payment being $[Quarterly Annuity Amount] on the [Date of First Payment] day of
[Month] [Year], and subsequent payments of $[Quarterly Annuity Amount] on the last day of [Month]
[Year], and quarterly thereafter on the last day of the month, as long as either of the said [Name of
Donor(s)] shall live.

IT IS FURTHER AGREED that all obligations under this agreement shall terminate with the payment
made prior to the death of the last annuitant and the remainder shall be the property of the [Name of
Organization] without any further claim or change thereon, to be used for the purpose of the
corporation.

This annuity is nonassignable.

[Name of Organization]

By: ______________ [Signature]

[Title]

NOTE: We are not offering legal advice. When drawing up legal documents, each nonprofit
organization should consult with its attorney.

have signed the charitable gift annuity agreement and the donation has been
received, send a thank-you letter indicating standard tax information about the
nature of the gift and repeat the main benefits of the annuity. Also indicate when
the supporter may expect the first annuity payment.

Follow-Up

To maintain strong relationships with charitable gift annuitants, the nonprofit
organization can take a number of steps. For example, a key person with the
organization may send holiday cards, birthday or anniversary cards, and periodic
personal notes. Polite thank-you letters must be sent with the annuity payments.
At the annual anniversary of the original gift, arrange for a visit “to see how things
are going.”
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Current annuitants are the nonprofit organization’s best prospects for addi­
tional charitable gift annuities. Some donors start with a modest contribution.
Upon experiencing the benefits and favorable interest rates with the smaller gift
annuity, they gain confidence and make arrangements for larger charitable gift
annuities.

To expand an organization’s charitable gift annuity program, send a special
letter thanking current annuitants. In the letter, indicate that “many of our friends
who currently have annuities find it a good idea to consider another.” Include a
brochure and a return envelope. As always, the brochure should come with a
response form.

Planned-Giving Societies

One of the most effective ways of encouraging planned gifts is to create a gift club
for people who have remembered the organization in their wills or estate plans.
Membership should be open to all who have indicated that they have provided
for the organization or who have otherwise made planned gifts.

Names for such groups generally are closely tied to the organization. Often
they are named after the late founder or another notable supporter.

Using the organization’s newsletter, announce the formation of the society.
Also promote the society in all internal publications. When possible, create a
plaque or wall of honor acknowledging members of the planned-gift club and
include a listing in your annual report. However, be sure to receive written
permission from donors before publicizing their names.

Consider a “members only” event for the planned-gift society. For example,
members can be invited to an annual lunch or dinner or to an insiders’ briefing via
the telephone. Use the opportunity to provide a “State of the Charity” talk or to
share information that is not yet public knowledge.

Other benefits may be offered in addition, depending on the kind of
organization you represent and the services you offer. For example, theaters
may offer tickets to plays, museums can provide free guest passes or behind-the­
scene tours, and schools can have special activities at homecoming. Lapel pins or
another commemorative items are also options.

In summary, people who make planned gifts are without doubt an organiza­
tion’s best friends. However, when a gift is revocable, you cannot assume the gift
is final until the money is deposited in your account. Therefore, treat all planned
gift donors with the love and respect they deserve, and always make sure they
know that they are highly valued by your organization.
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CHAPTER 14
■

Capital and Endowment Campaigns

Make no little plans; they have no magic to stir men’s blood . . . . Make big
plans, aim high in hope and work.

—DANIEL H. BURNHAM, AS QUOTED IN THE RAISING OF MONEY

Requirements for a Successful Campaign

A capital campaign is a fundraising activity designed to raise money for a tangible
need. This may be a building, a large piece of equipment, or other larger cost
items that are necessary for the carrying out of your mission or for expanding the
work you do. An endowment campaign is a fundraising program to raise funds to
be set aside in an interest-bearing account to insure the perpetuity of the
organization. Typically, endowment funds are not spent; only the interest the
fund earns is used for immediate budget needs. To conduct a successful capital
and/or endowment campaign, an organization must convince its constituents
that the project deserves support. The plan must be visionary. The plan must
make sense. The project has to be consistent with the organization’s mission and
strategic long-range plan.

Each of the chapters in this book—especially Chapters 4 through 8—is integral
to the planning and implementation of a successful capital campaign. The
planned-giving information in Chapter 13 is essential to the success of any
endowment-building program. Armed with the information from earlier chap­
ters, readers can focus attention on the critical success factors described in this
chapter.

Resource development professionals who have had years of capital and
endowment campaign experience have come to recognize seven fundamental
prerequisites for successful campaigns:

1.	 Based on its record of service, the organization must be worthy of support.
Potential supporters must have confidence in the organization.
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EXHIBIT 14.1 SMA L L CON S T I T U EN C Y $ 1 M I L L I ON CAMPA I GN

Standard of Investments Necessary to Achieve $1,000,000 Goal

Investment Level
Number of Gifts Required 3-Year Pledge Period Annual Amount Value

1 $150,000 $50,000 $150,000
2 $75,000 $25,000 $150,000
3 $50,000 $16,667 $150,000
4 $30,000 $10,000 $120,000
8 $15,000 $5,000 $120,000
14 $7,500 $2,500 $105,000
17 $5,000 $1,667 $85,000
25 $3,000 $1,000 $75,000
30 $1,500 $500 $45,000
104 $1,000,000

2.	 The case for support for the proposed capital and/or endowment cam­
paign must be understood and accepted.

3.	 The constituents must have the capability to support the campaign at the
necessary giving levels (see Exhibits 14.1 to 14.6). The funds must be
available and attainable. Remember the rule of thirds, an old but still-
reliable guideline for capital campaigns: One-third to one-half of the total
will come from the top 10 gifts; one-third will come from the next 100
donations; the remainder comes from all other prospects.

EXHIBIT 14.2 SMA L L CON S T I T U EN C Y $ 2 M I L L I ON CAMPA I GN

Standard of Investments Necessary to Achieve $2,000,000 Goal

Investment Level
Number of Gifts Required 3-Year Pledge Period Annual Amount Value

1 $300,000 $100,000 $300,000
2 $150,000 $50,000 $300,000
3 $75,000 $25,000 $225,000
5 $50,000 $16,667 $250,000
9 $30,000 $10,000 $270,000
15 $15,000 $5,000 $225,000
20 $7,500 $2,500 $150,000
26 $5,000 $1,667 $130,000
30 $3,000 $1,000 $90,000
40 $1,500 $500 $60,000
151 $2,000,000
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SMA L L CON S T I T U EN C Y $ 3 M I L L I ON CAMPA I GN

Standard of Investments Necessary to Achieve $3,000,000 Goal

Investment Level
Number of Gifts Required 3-Year Pledge Period Annual Amount Value

1 $500,000 $166,667 $500,000
1 $300,000 $100,000 $300,000
2 $150,000 $50,000 $300,000
3 $75,000 $25,000 $225,000
6 $50,000 $16,667 $300,000
10 $30,000 $10,000 $300,000
20 $15,000 $5,000 $300,000
30 $7,500 $2,500 $225,000
50 $5,000 $1,667 $250,000
60 $3,000 $1,000 $180,000
80 $1,500 $500 $120,000
263 $3,000,000

4.	 Strong volunteer leadership must be recruited. The campaign organization
will require enthusiastic and generous leaders and volunteers.

5.	 The philanthropic environment and timing must be right.

6.	 The campaign must be well organized and staffed with individuals capable
of supporting a major project initiative and fundraising campaign.

7.	 The board of directors must have a sufficient number of members who are
influential within the community. Moreover, all advisory and governing
boards close to the proposed capital/endowment campaign must be totally
committed to the project’s success.

EXHIBIT 14.4 M I D - S I Z E D C ON S T I T U EN C Y $2 . 5 M I L L I ON C AMPA I GN

Standard of Investments Necessary to Achieve $2,500,000 Goal

Investment Level
Number of Gifts Required 3-year Pledge Period Annual Amount Value

1 $300,000 $100,000 $300,000
2 $150,000 $50,000 $300,000
3 $75,000 $25,000 $225,000
3 $50,000 $16,667 $150,000
5 $30,000 $10,000 $150,000
20 $15,000 $5,000 $300,000
30 $7,500 $2,500 $225,000
50 $5,000 $1,667 $250,000
100 $3,000 $1,000 $300,000
200 $1,500 $500 $300,000
414 $2,500,000
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EXHIBIT 14.5 L A RG E C ON S T I T U EN C Y $5 M I L L I ON CAMPA I GN

Standard of Investments Necessary to Achieve $5,000,000 Goal

Investment Level
Number of Gifts Required 3-Year Pledge Period Annual Amount Value

1 $1,000,000 $333,334 $1,000,000
1 $500,000 $166,667 $500,000
1 $300,000 $100,000 $300,000
2 $150,000 $50,000 $300,000
3 $75,000 $25,000 $225,000
4 $50,000 $16,667 $200,000
10 $30,000 $10,000 $300,000
25 $15,000 $5,000 $375,000
40 $7,500 $2,500 $300,000
60 $5,000 $1,667 $300,000
200 $3,000 $1,000 $600,000
400 $1,500 $500 $600,000
747 $5,000,000

There is an excellent—and free—online tool that allows you to quickly
calculate your own gift level table for the amount of your goal. Exhibit 14.7 was
produced using this calculator. You can access the Gift Range Calculator at
www.giftrangecalculator.com.

When all these prerequisite factors are in place, the results are often spectacular.
Universities raise hundreds of millions of dollars—even multiple billions of
dollars—through campaigns. Large healthcare institutions garner tens or

EXHIBIT 14.6 SMA L L C ON S T I T U EN C Y , S T R ONG L E AD E R SH I P $ 1 5 M I L L I ON
C AMPA I GN

Standard of Investments Necessary to Achieve $15,000,000 Goal

Investment Level
Number of Gifts Required 3-Year Pledge Period Annual Amount Value

1 $3,000,000 $1,000,000 $3,000,000
1 $1,500,000 $500,000 $1,500,000
3 $1,000,000 $333,333 $3,000,000
3 $500,000 $166,666 $1,500,000
6 $300,000 $100,000 $1,800,000
9 $150,000 $50,000 $1,350,000
11 $75,000 $25,000 $825,000
15 $50,000 $16,666 $750,000
25 $30,000 $10,000 $750,000
35 $15,000 $5,000 $525,000
109 $15,000,000

http://www.giftrangecalculator.com
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G I F T R ANG E C A L CU LA T O R

Target Amount: $1,500,000

Gift Range # Gifts Req. # Prospects Req. Subtotal Cumulative Total Cumulative %

$375,000
$225,000
$150,000
$112,500
$75,000
$37,500
$30,000
$15,000
$7,500
$3,750
Total:

1
1
2
2
3
4
6
8

10
12
49

5
5
10
10
15
20
30
40
50
60
245

$375,000
$225,000
$300,000
$225,000
$225,000
$150,000
$180,000
$120,000
$75,000
$45,000

$375,000
$600,000
$900,000

$1,125,000
$1,350,000
$1,500,000
$1,680,000
$1,800,000
$1,875,000
$1,920,000

25%
40%
60%
75%
90%

100%
112%
120%
125%
128%

$1,920,000

You’ll notice the total adds up to over 100%. This is intentional:
1. Costs of construction always tend to go up.
2. Nonprofits often neglect to budget donor recognition in their plans. Plaques and signs always add

up to more than we expect.
3. It’s always better to raise more money than you need.
SOURCE: Example prepared using the Gift Range Calculator; www.giftrangecalculator.com. Used with
permission.

hundreds of millions of dollars for buildings, endowment, and equipment. Arts
institutions, independent schools, Ys, churches, synagogues, and nonprofit
institutions and houses of worship of every ilk have raised thousands, even
millions, of dollars. Every nonprofit organization that has a solid vision for its
future and committed board members and major donors has the potential to
launch and conduct a successful campaign. In many cases, organizations with little
fundraising experience have organized successful multimillion-dollar campaigns,
relying on best practices to develop a campaign and achieve extraordinary results.

Still, many organizations get it wrong. Some of the most common mistakes
come from a lack of understanding of the true nature of capital campaigns. Many
volunteers or less experienced staff come to the capital campaign with an annual
fund drive focus or with a point of view shaped by the public (final) phase of some
other capital campaign. These misguided efforts rely on direct mail and special
events, and focus on a broad base of support. While such strategies may be useful
during the final phase of a capital campaign and can help get all your constituents
excited about your future, they generally are incompatible with the foundation
that must be in place to operate a successful capital campaign.

Capital campaigns are built around leadership giving. As mentioned, one-third
to one-half of the funds raised will come from the top 10 donors. In church
campaigns, an old rule holds that 50 percent of the fundswill come from 15 percent

http://www.giftrangecalculator.com
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of the congregation. To be sure, there are exceptions to these rules. Surprisingly,
however, most exceptions lead to an even greater reliance on leadership gifts. For
example, in recent years many houses of worship have found that a portion larger
than 50 percent will come from the top 10 percent of their donors.

Because leadership gifts are so important to the success of the campaign, the
primary strategy used in capital campaigns is person-to-person contact. Prepara­
tion, research, and relationship-building activities take time. The institution must
ensure that all constituencies support the visionary plan. Leaders of the nonprofit
organization also must know their current and prospective pacesetting donors
very well. Supporters who are expected to play leadership roles must have an
opportunity to shape the organization’s plans.

Organizations get into trouble with their capital campaigns when they
announce the goal prior to securing leadership contributions. Organizations
should not announce or broadly promote their capital campaigns until a high
percentage of the pledges are secured during the “quiet” or “advancement” phase
of the drive. While this may only raise 50 to 60 percent in an organization like a
church, major organizations often raise 80 to 90 percent of the campaign funds
before publically announcing the campaign and its goal.

Chronological Steps for Success

Capital campaigns are characterized by visionary projects and large financial goals.
The funds are typically attained during a multiyear pledge period. The project
must be well accepted by the organization’s supporters. And the funds are raised
through an intense effort based on face-to-face contacts. The solicitations are
sequential in nature. Leadership contributions are secured first from those closest
to the organization who are capable of making pacesetting investments. Prospects
and supporters close to the organization with more modest means are approached
after the leadership gifts have been secured. Finally, there is a public phase when
the larger base of supporters is approached for capital contributions.

But even before the advancement, or “quiet,” phase of the campaign, a
number of important tasks must be accomplished. Exhibit 14.8 illustrates a
comprehensive timeline for a capital campaign.

Prestudy Phase

The first stage in preparation for a capital or endowment campaign is designed to
ensure the institution’s readiness to engage in such a significant undertaking. The
following is a list of tasks to accomplish:

• Determine how the campaign will be managed. Some organizations choose
to hire an outside capital campaign consultant, while others either hire staff
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Year 1 Year 2 Year 3

Activity May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun

Define need, establish
expense budget, develop
preliminary statement of
need.
Begin identification of 100
top prospects.
Refine project budget.
Develop awareness plan: Brief
top potential supporters,
keep the board involved.
Interviews to refine case
statement and 100 top
prospects list.
Conduct planning study
interviews.
Report study results.
Revise case statement, recruit
campaign leadership and
begin advancement phase.
Develop plan of campaign,
schedule, brochure, etc.
Intensify prospect research
and evaluation.
Identify and recruit hosts for
awareness meetings.
Conduct awareness meetings.
Complete advance gift
solicitation.
Intermediate gift solicitation.
Public phase solicitation.
Celebratory close to
campaign.
Post-campaign cleanup.

X X

X X

X X X
X

X
X

X
X

X
X X

X X X

X

X
X X

X

X

X

X

X

X

X
X X X X

X

X

X X
X X X X

X

X
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to manage the campaign or use existing staff with expertise in this area. A
capital campaign requires a significant investment in time to be managed
properly, so assuming existing staff can do this as an addendum to their
existing duties often leads to failure of the campaign.

• Review all issues related to board development. Strengthen nominating
criteria and processes. Seek people with affluence and influence. Seek
diversity. Strengthen, expand, and activate the board’s committees.

• Intensify the project planning. At every step, involve as many board
members, volunteers, and potential large supporters as possible.

• Prepare preliminary written materials describing the project, its history,
rationale, and case for support. Stress the project’s benefits to the commu­
nity and why now is the time to invest in this project.

• Prepare a number of project budgets. Examine the total contributed income
necessary to operate the organization and accommodate the capital or
endowment requirements. Examine a number of what-if scenarios.

• Refine the preliminary materials based on discoveries during the prelimi­
nary budget formulation process.

• Prepare the following draft materials:

• Case for support

• Project plan and timeline (consider obtaining architects’ sketches or
preliminary elevations and floor plans, if applicable)

• Spreadsheets or draft budgets illustrating various options

• Tentative income requirements—including the first estimate of the
campaign goal

• Description of your needs on a prioritized basis

• Statement of how the project fits into the institution’s overall long-range
plan

• Preliminary gift range calculations, also called a gift pyramid

Hiring independent capital campaign counsel or staff with experience in
managing successful capital campaigns can often help facilitate the process by
which these tasks are accomplished. Development staff and/or campaign counsel
also can help create the preliminary campaign materials.

Throughout this process, the organization must work to ensure that it is well
positioned in the philanthropic community. Be sure that volunteers, advisory
committees, governing bodies, and potential supporters stay actively involved in
the planning process. If any key people or constituencies have been overlooked,
brief them and make every effort to get them involved.
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Provide numerous opportunities for key decision makers to learn more about
resource development principles and practices. If it has not been done already,
form a resource development committee that will help shape the organization’s
comprehensive fundraising strategy. This committee may seek advice and work
with counsel to formulate the overall fundraising strategy. Most important,
develop a core of knowledgeable people who will help the organization avoid
the common mistakes in preparing for a capital campaign. These advisors and the
fundraising committee will remind other board members and volunteers to focus
on leadership gifts, to seek support from individuals as well as from foundations
and corporations, and to remind other volunteers that the appropriate strategy for
a capital campaign is personal contact—not mail, phone, or special events. This is
the group that will stress the importance of a multiyear pledge period for
achieving the campaign goal.

The organization must be certain it has a strong fundraising database. The
system must accommodate detailed information about each current and potential
supporter. It must also permit the lists to be segmented based on the prospects’
ability to donate at various levels, as well as other criteria. The system must also
allow for the tracking of all volunteer solicitor assignments, generate reports and
record pledges, and track pledge balances and payments.

Prospect research was discussed in Chapter 6. If you have not yet followed the
advice in that chapter, now is the time to reread it and get to work. While
implementing the prospect research program, focus on the four key points:

1.	 The prospective donor’s interests—especially as they may relate to the
capital campaign

2.	 The prospective donor’s relationship to the organization and to the capital
project

3.	 The prospective donor’s capacity to give (based on assets as well as annual
income)

4.	 The prospective donor’s network of associates

Be sure to keep written records of this information. This is the time to begin to
arrive at specific request amounts from specific donors.

If professional capital campaign counsel or staff have not yet been engaged,
nowwould be a good time to do so. Even organizations with a large, experienced
resource development staff find it helpful to work with a consulting firm or with
temporary hires experienced in capital campaigns. Such experienced counsel
helps reduce risk and helps ensure that the staff and volunteers stay on a path that
maximizes the organization’s fundraising potential. The services provided during
the planning phase—including a feasibility study, philanthropic planning study,
or market survey—are essential to the future success of the campaign.



WEBC14 02/09/2017 11:37:59 Page 234

234 the complete guide to fundraising management

Experienced people who will help maintain momentum and also provide
guidance if unforeseen circumstances arise will provide great benefit to the
campaign.

Planning Study

A feasibility study or precampaign planning study is conducted by an independent and
objective person or study team—almost always a fundraising consulting firm.
Confidential interviews—usually 30 to 50—with selected individuals represent­
ing key prospective donors and volunteers of affluence and influence lie at the
heart of the study. The study participants are sent a summary of the case statement
prior to the interview. The confidential nature of the interviews allows the
interviewees to speak candidly and have maximum input into the planning
process.

There are two essential purposes of the planning study: It helps an organization
determine its fundraising potential, and it performs a critical role in the relation-
ship-nurturing process.

To understand how these two main purposes are achieved, consider the
planning study process. To begin with, a planning study committee, task force, or
other appropriate committee works to prepare and refine a preliminary case for
support. This committee may also help refine the list of people to be interviewed.
These initial activities are important steps in the process and can help strengthen
an organization’s bonds with those serving on this most important committee.

Consider the entire process from interviewees’ perspectives. At first, potential
study participants receive a letter similar to Exhibit 14.9 requesting the interview,
as well as a summary case for support. Next, they receive a gracious phone call to
establish the time for the interview. During this phone call, a representative of the
organization or consulting firm—a person with good people skills—responds to
any concerns potential interviewees may have concerning the reason for the
study. Often participants need to be assured that the study is not a solicitation and
that their responses will only be reported in the aggregate and thus remain
confidential. Following the phone call, interviewees receive a letter confirming
the appointment.

The next step is the interview. During the interview, the consultant asks a
number of open-ended questions (see Exhibit 14.10), introduces the campaign’s
giving pyramid, and seeks advice concerning potential campaign donors and
potential campaign leaders. The consultant also provides interviewees an oppor­
tunity to indicate their own potential range of support, while assuring inter­
viewees during the interview that they are not being solicited and that their
responses are not pledge commitments. The consultant explains that the infor­
mation is being requested to estimate campaign potential.
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L E T T E R R E QU E S T I N G I N T E R V I EW

Draft of Prescheduling Call Letter
[XYZ Nonprofit Organization or Prominent Person’s Letterhead]

[Date]

Mr. and Mrs. John Sample
1234 Main Street
Anytown, ST 99999

Dear Mr. and Mrs. Sample,
I am writing to ask for your insight and advice as XYZ Organization considers its future outreach. This
is not a request for funding.

XYZ Nonprofit Organization provides compassionate services for [brief summary of mission]. Today,
XYZ Nonprofit [summarize a few key accomplishments]. In these ever-changing times, our most
pressing challenge is ________________. To meet this challenge, we are considering [summary of
anticipated campaign outcome].

In response to these needs, XYZ is embarking on a process designed to help us refine our plans and
integrate the best advice from friends and community leaders. To help us with this process, [name of
person] will conduct a number of confidential leadership interviews. Due to your insight, we would be
honored if you would consent to being interviewed.

I would be very appreciative if you could meet with [name of person] for a confidential interview in
which we ask you to share your frank opinions. These will then be summarized in a report to our
organization, but your specific responses will remain anonymous. The interview will take no more than
30 to 45 minutes and will be conducted [on the telephone or at a location of your preference]. We will
contact you in the next few days to answer any questions you have and to arrange a time that is
convenient for you.

Enclosed is a draft summary of XYZ’s current situation and our vision for the future that you can review
prior to your interview. Thank you for your time and help.

With appreciation,

[Name]

[Title]

Following the interview, study participants are sent a thank-you letter. Once
the study is complete, representatives of the organization should arrange a
meeting to discuss the findings and give a report to each interviewee. This
briefing often evolves into the first explicit solicitation. The conversation might
include words like these: “Given these findings and your commitment to the
project, we hope that you might be in a position to play an important role in the
campaign and consider one of these leadership gift opportunities.”

In summary, the planning study process engages prospective supporters
through intentional steps taking place in a brief period of time: the invitation
letter, the appointment phone call, the confirmation letter, the interview, the
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EXHIBIT 14.10 I N T E R V I EW QU E S T I ON S

Confidential Precampaign Interview

[Name of Interviewee] _____________________________________________________________

1. Are you familiar with or have you been associated with [Name of Organization]?
2. How would you characterize your relationship with [Name of Organization]?
3. What, in your opinion, is the organization’s image with people in this region? How well

accepted do you think [Name of Organization] is?

Excellent _____________ Good _____________ Fair _____________ Poor _____________

4. What is your personal judgment of [Name of Organization]?
5. With which activities of [Name of Organization] are you familiar? Which are strong? Are any

weak?
6. Are there any proposed activities of which you disapprove? If so, why?
7. Are there specific projects or facilities you specifically would like to be put in place at [Name of

Organization]?
8. What is your opinion of the organization’s administration?
9. What do you think of [Name of Organization]’s case for support?

10. Does any part of the case for support have greater appeal for [you personally, your company,
your foundation] than any other?

11. What factors would you point to that would help assure a successful fundraising campaign at
this time?

12. What factors would you point to that could harm a fundraising campaign at this time?
13. Do you believe a $[Campaign Goal] capital campaign payable over a 3-year period will be

successful?

Present Gift Chart
14. Gifts by individuals account for most of our nation’s philanthropic support. Could you,

confidentially, identify the best prospects here in [town or region] to approach who might
give in these ranges?

[Name(s)]
15. What organizations, corporations, or foundations might be approached?

[Name(s)]
16. Can you recommend a few names of people who would assure the success of the campaign if

they assumed volunteer leadership positions?
17. Would you be willing to participate in this campaign by introducing us to these [people,

corporations, and/or foundations] for purposes of fundraising?
18. We are not soliciting a gift at this time, but what could be an appropriate range—low to

high—for you to consider as a gift to [Name of Organization]’s campaign as a pledge payable
over a 3-year period?

High _________________ Low ___________________

19. Would you consider a gift based on non-cash assets such as stocks, bonds, or land, or as a
result of estate planning? Yes ______________ No ______________

20. Again in confidence, are there any questions I should have asked but didn’t? Or, do you have
any additional advice you care to give the [Name of Organization]?

Name of Interviewer ______________ Date ______________
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thank-you letter, and the poststudy briefing. These six steps must be designed to
bring people closer to the organization. Moreover, the information gathered
during the interviews helps establish the campaign fundraising goal.

Immediately following the interview period, the consultant or lead campaign
staff will review the findings and prepare specific recommendations regarding the
campaign goal, strategies, and campaign timing; volunteer leadership; case for
support; and other recommendations unique to an organization’s particular
circumstances. This will be reviewed by the board and key decision-making
committees and lead to discussions of the findings, conclusions, and
recommendations.

Successful capital campaigns are typically the result of a precampaign planning
study. Small wonder—such studies position an organization to succeed and
produce the following benefits:

• An organization’s plans can be established within a context of rational
financial goals. The study tests the reality of the project’s contributed
income requirements.

• The study uncovers valuable insights into community perceptions of the
organization.

• Interviewees help identify potential volunteer leaders with the peer rela­
tionships needed for success of the campaign.

• Interviewees also help identify potential major-gift donors—new prospects
with whom the organization might not be familiar.

• Potential leaders and major-gift donors will become more familiar with the
organization’s programs, aspirations, and need for the capital project.

• The study includes recommendations that enable the organization to
strengthen, position, and organize its internal and external resources to
meet the challenge of a major fundraising campaign.

• If the organization is not yet ready for a capital or endowment campaign,
the report will contain specific recommendations concerning the steps
needed to strengthen its position within the philanthropic community
before launching this type of intense effort.

Advancement (“Quiet”) Phase

Successful campaigns begin with a planning study followed by what some call the
advancement, or quiet, phase of the campaign. During this period, early generous
and pacesetting supporters are identified, cultivated, and solicited. A small core
group of influential volunteers is recruited. This core group in turn intensifies the
organization’s other cultivation and leadership-awareness activities.
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Note that at this stage, the nonprofit organization has not yet recruited the
entire capital campaign leadership and volunteer team. Many volunteers are not
needed until the intermediate and public phases of the campaign. If the
organization recruits too many volunteers too early, enthusiasm dissipates
because each group of volunteers must wait until the previous phase is
completed.

Again, capital campaigns are sequential in nature. During the advancement
phase, the organization can approach potential pacesetting contributors. The
people who should make these approaches include the organization’s president or
executive director, the board chair, several of the most generous and influential
members of the board, the chair of the capital campaign (if recruited shortly after
the planning study), and key volunteers who are very respected in the commu­
nity. The organization’s director of development and the campaign consultant
may also participate as team members working with key volunteers.

Note that approximately seven key volunteers are required—not a large formal
campaign cabinet and structure. These seven people might be responsible for
nurturing relationships and cultivating approximately five prospective leadership
donors each. Thus the small group of volunteers and key staff can manage a
solicitation process for approximately 35 top prospects. From these 35 prospects,
the organization might expect to secure the 10 lead gifts that will account for 33
to 50 percent of the campaign goal. Not until the organization is close to securing
the lead gifts should the key volunteers begin to recruit the entire campaign team
for the intermediate and public phases.

The main problem with recruiting volunteers too soon is that this means
promoting second-tier gifts prior to securing the leadership investments. During
the advancement phase, all the focus and conversation should be about multi­
million-dollar, million-dollar, and high-six-figure gift opportunities (or the
appropriate gift range for the top 10 investments in your campaign). Real
and psychological momentum is lost when top prospects become distracted
by attention given to modest-level gifts.

Another issue related to early volunteer recruitment is that organizations must
be sure to take advantage of the advice offered by study participants. These
interviewees are the organization’s best prospects. Their advice is valuable. When
study participants offer suggestions about who should and should not be
considered for a campaign leadership position, this advice should be heeded.

Suffice it to say that the advancement phase is the time to begin expanding and
forming the volunteer structure. Focus on early solicitations and relationship-
building activities. Breakfast briefings for businesspeople, focus groups, social/
informative gatherings, and personal visits with leading philanthropists bring
potential pacesetting donors closer to the nonprofit organization and its capital/
endowment campaign.
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During the advancement phase, the core group makes its initial approaches—
most commonly several in-person visits—to potential pacesetting donors. The
early visits are informative. Frequently, volunteers might suggest gift levels. Later
visits are devoted to more detailed discussions of gift opportunities, pledge
requests, pledge payment schedules, and other circumstances unique to the
donor.

During the quiet phase, the nonprofit organization should secure pledges from
100 percent of the board of directors. Pledges from key administrative staff also
should be sought. If the organization is a hospital, great care should be given to the
staff solicitations. As much as 15 to 20 percent of the goal may be secured from the
physicians and staff of the hospital.

Not until 100 percent participation from the board of directors and sufficient
pacesetting pledges from key supporters have been secured should the campaign
and the goal be spoken about publicly. To repeat: Do not go public until at least
50 percent of the established goal has been secured. This allows the campaign goal
to be adjusted based on the organization’s ability to attract pacesetting gifts.
Perhaps more important, public announcements following the 50 percent rule
inspire confidence. Momentum is established and built on. Anything less, and
prospective donors are left wondering if the campaign goal is realistic, and
whether their gifts would even make a difference if the goal is not achievable.

Some of the critical tasks that take place during the advancement phase
include:

• Intensifying prospect research and capacity ratings. Determining request
amounts and gift opportunities for specific donors. (This is an extension of
work begun prior to the interviews.)

• Recruiting campaign leaders.

• Reconciling project plans to financial projections as determined by the
feasibility study. Reaching agreement on the project budget, project phases,
and fundraising goals.

• Revising the case statement based on suggestions from interviewees.

• Determining any naming opportunities (if applicable), and the gift amounts
to be associated with these coveted opportunities.

• Developing and refining campaign strategies, organization, plans, and
timelines. Stressing the importance of sequential phases in a successful
campaign. Soliciting those closest to the project and those capable of giving
leadership gifts.

• Adopting campaign policies and procedures.

• Refining the gift pyramid and ensuring that a sufficient number of gift
opportunities correspond to the various gift levels.
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• Planning public relations activities and acknowledgment events that sup­
port the sequential nature of the solicitation process.

• Producing brochures and other visual materials. (Do not go overboard too
soon. Early on, material generated in-house is sufficient, although a well-
produced DVD can serve an organization well at this stage.)

To reiterate, the advancement phase is the time to seek 100 percent partici­
pation from the board of directors, recruit campaign leaders, intensify cultivation
activities, revisit study participants, and quietly solicit the lead gifts.

Intermediate Phase

Following the solicitation of the board of directors and the prospective pace-
setting leadership contributors, volunteers (who now include generous supporters
recruited during the advancement phase) may approach the organization’s second
tier of contributors. These current and prospective supporters should have been
invited to participate in cultivation activities during the advancement phase, so
they know something about the capital or endowment campaign. In all
probability, they are expecting to be asked to support the campaign.

During this intermediate phase, the organization may develop more elaborate
printed campaign materials, recruit a broader base of volunteers, and go public.
Consider a public announcement any time after 50 percent of the established goal
is achieved, focusing on the results achieved to date. Continue cultivation
activities and solicit contributions from the second tier of supporters.

Be sure that the volunteers are well oriented and have received enough role-
playing and training opportunities. Remember the advice offered in Chapter 8:
Don’t overtrain. The volunteers need to feel comfortable and natural, not
overwhelmed or scripted.

Public Phase

Conclude the capital/endowment campaign with a broad-based appeal. Give
every potential supporter an opportunity to participate.

Expand the volunteer base to the maximum number possible. Continue and
intensify the number of social/informative cultivation gatherings. Early in this
phase, stage a public announcement if one has not beenmade already; making this
an extravaganza can attract media attention and generate interest in participating
from people that you may not have had on your radar. Have a special event for
volunteers that reenergizes them to complete their assignments and to help them
maintain enthusiasm. Keep everyone focused on face-to-face contact, and be sure
they leave feeling like heroes for partnering with you on this exciting campaign.
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When the organization’s ability to expand its person-to-person contacts seems
exhausted, conduct a broad-based public phase. You may want to consider
offering some form of commemoration to people who donate at this time; for
example, many organizations offer the opportunity to be recognized on a brick
that is part of a walkway on the property, or a personalized tile in the foyer. (This
very late public phase is the only time that the campaign might include mail, email,
or phone solicitations. Never abandon the face-to-face contacts.) Feature articles
in your newsletter and opportunities to support the campaign. Have a campaign
page on your website where a donor can learn more and make a gift. Keep track
of all assignments. Urge volunteers and staff members to complete the follow-up
visits generated by earlier contacts.

Be sure to hold a celebration when the goal has been reached. This may be as
elaborate or as modest as you wish, but do take care to acknowledge all volunteers
and supporters as generously as possible, recognizing their key role in the
achievement of the goal.

Follow-Up

Capital campaigns are built around multiyear pledges, so follow-up activities are
needed to continue fostering positive relationships with donors and to help
ensure pledge fulfillment. Occasionally, people who make a pledge renege on
their commitment. Capital campaign professionals estimate that on average not
more than 2 or 3 percent of the capital campaign pledge total is lost due to donors’
failure to make the pledged contributions.

Some attrition is unavoidable. Circumstances change. Supporters move or lose
interest. People lose their jobs. Donors’ health declines or they die.

Still, business sense and good manners dictate that the organization stay in
touch with pledgers and continue to make them feel important and appreciated.
To begin with, all supporters should be invited to acknowledgment events
celebrating the capital campaign victory. If there is a building opening or
dedication of new facilities, capital campaign donors should be invited to the
celebration and honored at that event.

The development office should keep track of all pledge payment schedules.
Some donors prefer to contribute annually. Others prefer to make their pledge
payments monthly or quarterly. In church campaigns, some members of the
congregation may contribute weekly. The important consideration from a
campaign management point of view is that delinquent pledge payments
must not be overlooked, nor should the organization put off following up on
missed payments. It should not takemonths to respond tomissed payments from a
weekly pledger. The missed quarterly payment should be addressed early in the
next quarter. If representatives of the organization wait too long to send a gracious
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reminder letter or make a follow-up phone call or visit, the pledger might get
farther behind and find it difficult to adjust the pledge payment plan.

In every case, development professionals want to be concerned for donors’well­
being. When professionals look at everything from donors’ points of view, they
enhance the organization’s reputation. Such an attitude is consistent with the
organization’s long-termbest interests. Therewill be other campaigns.Andbesides,
it feels good to respond to each situation with compassion and understanding.

During the pledge payment period, organizations can increase their pledge
totals. The formal campaign should not continue ad infinitum. Campaigns must
have a beginning, middle, and conclusion. But small ways can be found to invite
additional participation from new prospects or from previous donors. Almost
every capital campaign project has some unforeseen or unanticipated expenses.

An old adage holds that no donor’s arm and wrist ever got so sore writing the
first contribution check that he or she could not write a second check.
Organizations can approach their very best and closest donors for additional
contributions to the capital campaign. Done selectively and with poise, such
requests frequently are successful.

Another strategy that works well for many organizations is to review a list of all
donors who made a single gift or a single-year commitment to the capital
campaign and consider which donors may be approached for additional capital
campaign contributions. Often these people are reluctant to make multiyear
pledges. However, many respond positively to a gracious solicitation in the
second and third years of the pledge payment period. Of course, the organization
already has declared victory. So the appeal should stress the importance of capital
campaign contributions for unanticipated expenses or for refinements to the plan.

During capital campaigns, new donors become involved with the organiza­
tion. Some of these supporters are not in the organization’s regular loop or sphere
of influence. At times they are neglected after they make their campaign gifts.
Development professionals must work to overcome this tendency. All donors
to the capital campaign should be invited to the organization’s relationship-
nurturing activities. At the very minimum, capital campaign donors should
receive timely news about the project, the building progress, programs, and
the people whom the campaign has helped. Personal contact will help cement
the relationship. The goal is to make these donors feel good about their
contributions and to convert many of these new friends into long-term
supporters of the institution.

Building Endowments

There are four main ways to increase an organization’s endowment funds: (1)
Establish an endowment and promote planned gifts for the fund; (2) solicit
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current gifts on an ongoing basis for the endowment fund; (3) include endow­
ment fundraising as part of the capital campaign; and (4) conduct a campaign
strictly for an endowment following the same principles and organization as used
in a capital campaign. Naturally, any combination of the four techniques is
possible.

The board also may designate any part of the organization’s surplus to serve as a
quasi–endowment fund. However, such board-designated funds are not true
endowments. What the board can do, the board can undo. And generally
accepted accounting principles require that all unrestricted funds received be
reported as unrestricted net assets, even if the board designated them for a specific
purpose.

The first strategy—promoting planned gifts for the endowment fund—can be
as simple as consistently reminding supporters to remember the organization in
their wills and estate plans.Well-respected organizations that take this one modest
step can achieve exceptionally positive results over time. Organizations that go
further and implement many of the planned-giving suggestions in Chapter 13 can
achieve even more extraordinary results.

The second strategy—soliciting current gifts for the endowment fund—can be
implemented easily. Just ask. Face-to-face meetings are best. But the organization
also might consider a once-a-year special mailing requesting contributions for the
endowment fund.

During face-to-face get-togethers, donors might be thanked for their generous
support; then the subject of an endowment might be broached. Many donors are
surprised to realize that a contribution equaling 20 times the amount of their
annual contribution can perpetuate their annual support. A donor who con­
tributes $1,000 annually can donate $20,000 to the endowment fund. Assuming a
modest 5 percent yield, the endowment would produce $1,000 annually—an
amount equal to the donor’s annual support. If the yield is, as expected, somewhat
greater, the endowment will grow and help respond to inflation. Some donors
find the thought of current giving to the endowment simpler to deal with than
making provisions in their wills or estate plans. Of course, donors should always
be offered choices, and the many ways people can support the organization
should be discussed; some people want to know that their gifts are having an
immediate impact and thus do not want to contribute to an endowment.

The third strategy—the combined capital and endowment drive—is very
popular. Donors to large building projects want to know that the nonprofit
institution can maintain the facilities. As important, capital and endowment
campaign contributors view their support as an investment. They want to know
that the programs contemplated by the institution and funded with their support
can be sustained. Endowment funds provide the long-term stability the institu­
tion needs to maintain the facilities and to support its visionary programs. In some



WEBC14 02/09/2017 11:37:59 Page 244

244 the complete guide to fundraising management

institutions, endowment funds also serve other important purposes. Some
endowments provide scholarships. Some subsidize services for low-income
people. And many endowment funds augment the organization’s general
operating funds. All of these needs are easy to wrap into a comprehensive capital
and endowment campaign.

The fourth strategy—the pure endowment campaign—is somewhat less
common. At times, foundations established to support a specific nonprofit
institution conduct endowment campaigns. By augmenting their endowment
funds, these support foundations can help their mother institutions thrive and
flourish. University and hospital foundations, foundations in support of a specific
religious denomination or public facility such as a zoo or garden, and other
support foundations often conduct ongoing, comprehensive fundraising activi­
ties. However, sometimes the need for endowment funds dominates the
organization’s thinking. At such times, the organization’s closest supporters
may respond favorably to an intensive endowment campaign.

The one way in which endowment campaigns differ somewhat from capital
campaigns is in the mix of current and deferred giving. In a pure capital campaign,
the funds are needed within the three-to-five-year pledge period to pay for
construction, renovations, facilities, equipment, and furnishings. So the emphasis
is on current multiyear pledges. In a capital and endowment campaign, the
organization first must secure the funds needed for the capital aspects of the
campaign. The endowment funds can be acquired in a mix of current and
deferred giving.

In a pure endowment campaign, the organization must be prepared to show
some immediate tangible benefits to the drive. At the same time, the emphasis can
be on the long-term financial security of the institution. So endowment drives
often create two goals: current and deferred contributions to the endowment
fund. For example, the Foundation for the Support of the XYZ Nonprofit
Institution may establish a $20 million endowment goal: $5 million to be
contributed during a three-year pledge period and $15 million to be secured
in new planned gifts.

Several years back, in another twist on the endowment drive, many arts
organizations became involved in various versions of “arts stabilization funds.”
The idea was to eliminate deficits, establish a cash reserve, and establish or build
endowment funds. Arts organizations must produce balanced annual budgets or,
more preferably, annual budgets that include a modest surplus. If organizations
wished to establish an endowment that produced 10 percent of the annual
budget, the endowment would need to be two times the size of the annual
budget. For example, an institution with a $4 million annual budget would
require an endowment of $8 million. Again, assuming a modest 5 percent rate of
return, the endowment would produce $400,000 annually, or 10 percent of the
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operating budget. If the rate of return is greater, the difference can remain in the
endowment fund to help the organization cope with inflation.

In other cases, the arts stabilization fund purchases and maintains property for
use by local arts organizations to combat high real estate costs that would force
some arts organizations to relocate. This allows cities to maintain a vibrant arts
community that includes smaller venues that would be forced out due to rising
real estate values.

The stabilization fund is generally made up mostly of endowment funds. Thus
the campaign to establish the stabilization fund is organized using the same
intensive techniques used for capital or endowment campaigns.

Institutional Differences

All capital and endowment campaigns have some things in common: the
importance of visionary plans, the multiyear pledge period, the sequential
nature of the campaign, and the importance of the leadership gifts. However,
nonprofit institutions—hospitals, universities, colleges, community colleges,
private schools, arts institutions, houses of worship, social service agencies,
youth groups, preservation and conservation organizations, and professional
associations—all have unique qualities that they bring to capital and endow­
ment campaigns.

Indeed, no two campaigns are alike. However, it is helpful to be familiar with
some of the expected characteristics of each type of campaign. Some are obvious.
For example, symphony subscribers may be very fine prospects for the orchestra’s
capital and endowment campaign. On the other hand, the service recipients of a
social welfare agency’s programs for low-income families are generally not in a
position to make significant contributions to a capital campaign.

The following are some basic characteristics of various types of campaigns.

Churches, Synagogues, and Houses of Worship

Capital campaigns for churches and other houses of worship are generally shorter
than other campaigns. A significant amount of time may be devoted to project
planning. Members of the congregation need ample time to buy into the
planning process, but the actual campaign can be accomplished in a three-to­
six-month period.

In church and synagogue campaigns, the distribution of gifts tends to be
flatter than in other capital campaigns—but not necessarily. If the congregation
has several very affluent members, they can be encouraged to make large
leadership gifts during the advancement phase. In such a case, 50 percent of the
contributions may come from 7 to 10 percent of the participating households.



WEBC14 02/09/2017 11:37:59 Page 246

246 the complete guide to fundraising management

More commonly, as previously mentioned, approximately 15 percent of the
households can be expected to contribute 50 percent of the campaign total.

Note that in church campaigns, 10 or 15 percent of the donors contribute 50
percent of the contributions. Thus, in a church with 500 households, 50 to 75
donations will account for half of the total donations. In secular campaigns, the top
10 donors contribute one-third to one-half of the campaign.

Churches and synagogues are essentially closed constituencies. Contributions
come from congregation members, their relatives, friends of the pastor or rabbi,
former congregants, and a very few other people with some connection to the
congregation. There is no possible broad base of support other than the congrega­
tion. The campaign leaders are already members or leaders of the congregation.
Those who have been generous in the past may very well be expected to be
generous in the future.

Campaigns are structured so that each member of the congregation is offered
an opportunity to give thoughtful consideration to his or her commitment.
Because of the relationship congregants have with the institution and the fact that
they see results of their giving regularly, the pledge fulfillment rate tends to be
near or at 100 percent.

Hospitals

With a rapidly changing healthcare environment, hospitals and other healthcare
institutions must build flexibility into their plans. The case for support must be
relevant to the community, patients, the board, and all stakeholders, especially the
staff. Above all, the plan must make economic sense.

In hospital campaigns, approximately 15 percent of the donations come from
the board of directors. Another 15 percent may be obtained from the staff. Of
course, this percentage is higher than in campaigns for other types of nonprofit
institutions where the staff is not composed largely of radiologists, neurologists,
cardiologists, pathologists, surgeons, and other physicians—that is, people who
earn on average substantially more than the general population.

Universities

The trustee campaign is especially important in universities. Approximately 20
percent of the goal can be expected to be achieved from the trustees. Alumni
might be expected to contribute at least another 20 percent of the campaign. In
younger institutions, this may not be possible; however, in older established
universities with numerous affluent alumni, the percentage donated might be
much higher.
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Foundation funding can be expected to play a larger role in university
campaigns. After all, university campaigns often encompass a broader array of
projects and grant opportunities than any other type of institution might be in a
position to offer.

Universities have a greater likelihood of recruiting large numbers of capital
campaign volunteers than any other type of institution.

Community and Online Colleges

Community colleges and online colleges have not traditionally invested in alumni
relations. Many graduates of these schools have little or no personal connection to
the school, and in the case of community colleges, students often go on to earn a
four-year degree at a state or private university. Invariably, the former community
college student forms a stronger relationship with the university.

But this situation may be avoidable. Too few community and online colleges
have made a concerted and consistent effort to create a sense of pride in their
graduates and former students. Even the terms alumnus and graduate may miss the
mark. Online university students who are already working may be seeking an
advanced degree. Many students attend community colleges to acquire an
education they can use immediately. Some get associate degrees. Some take
courses in subjects that interest them or courses required toward the four-year
degree being sought at another university. Some take practical courses such as
accounting or culinary arts, or courses designed to help them earn a certificate or
license in a particular field. Some seek an affordable liberal arts education. Others
receive technical or vocational training that leads to immediate employment.
Suffice it to say that community colleges must begin to strengthen their relation­
ships with former students.

Community colleges differ greatly from each other. Some are in rural
settings; others are in large cities. Some are funded by the state; others are
not. Some have established private support foundations; others have not. Some
have a focus on liberal arts. Some have a focus on technical and vocational
training. Some seek a balance. Some offer classes at a single campus while others
have many satellite locations or online programs. For these and many other
reasons, each community college campaign is unique. Most often the cam­
paigns succeed when corporate or financial institutions in the region form
partnerships with the college. Corporations need well-trained employees.
Community colleges have the capability to custom-tailor training programs
to the needs of the corporate partner.

People in the region who are responsible for economic development often
view the community college or online institution as the key to economic growth.
Again, each institution must find its natural constituencies and mold the case for
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support to respond to the aspirations of those who might be expected to support
the campaign.

Private Schools

If the school is old enough, alumni might play a significant role in the campaign.
Otherwise, the board of directors, founders, and current parents and grandparents
form the heart of the campaign. Occasionally, support can be garnered from local
corporations and financial institutions. Some view strong private schools as
important to their ability to attract and retain top management. Other decision
makers view private schools as important to our nation’s mix of educational
opportunities.

Arts Institutions

Great cities have strong arts and cultural institutions. Season subscribers, museum
members, and arts constituents form the heart of each organization’s support. Arts
organizations frequently can also attract movers and shakers to serve on their
boards of directors.

In any capital or endowment campaign, at least 15 percent of the funds can be
expected to come from the board. A more challenging yet achievable goal might
be 20 percent of the campaign. The board of directors probably is composed of
people who can solicit the vast majority of the funds needed for a successful
campaign. They can approach affluent individuals and corporations that might be
expected to support the endeavor.

A charismatic conductor and music director can play a role. A suave museum
director can work miracles. Development staff might form strong relationships
with community leaders. But, when all is said and done, for the campaign to
succeed, the movers and shakers have to move and shake.

Social Service and Youth Groups

As with most campaigns, the board of directors might be expected to contribute
15 percent of the goal. The staff should be encouraged to participate, but because
the salaries paid to employees of such agencies are generally fairly modest, the
amount of each gift may be smaller. Similarly, the constituents cannot be
expected to play a significant role. Therefore, the funds must come from affluent
individuals living in the community, church groups, corporations with local
headquarters and/or with significant operations in the area, financial institutions,
foundations, and others.
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If the organization has a long history of service in the area and a well-developed
list of supporters, those who have been generous in the past may be expected to
play a leadership role in the capital campaign.

As with all capital campaigns, the case for support should avoid “institutional
needs” and focus on the people being served. When framing the case for support,
also be aware of “compassion fatigue.” Some donors are burned out when they
hear of chronic social problems. Homelessness, poverty, hunger, the challenges
faced by immigrants, and so many other social ills don’t always resonate with
donors. These supporters and former supporters view the problems as intractable.

The job of development planners is to demonstrate that the organizations they
serve are addressing the root causes of these problems, not just the symptoms. Tell
stories of individuals who have benefited through the work of the organization;
people are better able to identify with one person rather than with a mass of
people. The metaphor of teaching a person to fish rather than giving the person a
fish is often well received by donors. Invest in the time needed to refine the
institution’s plans. Also invest in the time needed to develop a well-crafted case
for support.

Campaign Organization and Structure

Very large capital campaigns with numerous advance and major-gift prospects
require many volunteers and resource development professionals to ensure that as
many of the potential supporters are visited as possible. One rule of thumb holds
that the nonprofit organization needs one volunteer for every five prospects.
Some volunteers can handle more, but five appears to be the ideal number.
Volunteers who take more prospect assignments may develop a psychological
block to doing any at all. The task just appears to be too onerous.

To pursue this analysis, another rule of thumb holds that three to four prospects
are needed for every gift the organization will secure. So, if a campaign’s standard
of investments gift pyramid indicates that 120 gifts are required to reach the goal,
the organization must approach 360 prospective donors. Then, dividing 360 by 5,
it is clear that at least 72 volunteers are needed to complete the assignments. In a
larger campaign requiring 1,000 capital campaign contributions, for example, the
organization would need to identify at least 3,000 major-gift prospects; in theory,
it also would need to recruit and organize 600 volunteers. (Remember, we are
talking here about conventional wisdom, not necessarily reality.)

To accomplish this Herculean task, the classic organization calls for a campaign
chair, a campaign committee, an advance gift committee, a major-gift committee,
subcommittee chairs, team captains, and numerous volunteer solicitors. (See
Exhibit 14.11.)
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EXHIBIT 14.11 C AMPA I GN ORGAN I Z A T I ON CHAR T

NOTE:
1. Each subcommittee chair recruits 4 to 5 team captains.
2. Each team captain is assigned and/or recruits 7 to 10 volunteers.
3. Each volunteer selects 4 to 5 prospective donors that he/she would be comfortable approaching.

Campaigns may be organized by regions, around major departments of the
institution, or by donor type—affluent individuals, major corporate prospects,
banking and financial institutions, and foundations, for example. Alternatively,
aspects of the campaign can be organized around the prospect’s relationship to the
institution—trustees, administration, staff, faculty, alumni, and vendors. In every
case, the campaign structure reflects the sequential nature of the solicitations. The
organization’s closest prospects with the greatest resources are solicited first. An
effective campaign is structured so that each subsequent gift level is solicited at
the appropriate time by people with peer relationships to the prospects at each
gift level.

The recruitment of key volunteers is a sensitive issue. The same care that goes
into the solicitation of a major gift is required to recruit a key volunteer. It is best
to have a volunteer with a peer relationship make the approach. Often relation-
ship-nurturing activities precede the recruitment. And because volunteers are
expected to donate before they solicit others, volunteer responsibilities must be
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explained during the recruitment phase—including the expectation of a generous
campaign contribution.

Many organizations become discouraged after considering all this information
about the projected number of volunteers needed. Either they get overly caught
up in organizational and recruitment issues, or they conclude that they cannot
possibly have a successful campaign. After all, the number of volunteers recom­
mended may very well represent a number greater than the total number of
supporters for an organization—let alone the number of major-gift solicitors and
donors that can be recruited.

So much for textbook organization. Although it is true that as many volunteers
as possible should be recruited, things must be kept in perspective. The simple
truth is that most of the capital and endowment funds will come from the
leadership gifts. If the top 10 gifts account for one-half or even more of the
campaign total, as expected, then it makes abundant sense to concentrate efforts
on recruiting and organizing the top leadership of the campaign.

A number of factors lessen the need to recruit numerous volunteers at the
intermediate and public phases. Some of the gifts acquired will be from
foundations, and the development staff member(s) with existing relationships
can take responsibility for writing the grant applications and cultivating the gifts.
In many cases, the executive director or chief executive officer of a prestigious
institution has the peer relationships needed to call on many of the prospects.
During the public phase of the campaign, it is possible to solicit 10, 15, 20, or
more prospective supporters at group gatherings. For this to work, development
professionals must invite prospects rated at the same capacity levels to the
gathering. In this way, when a representative of the organization says, “I
hope many of you here tonight will be in a position to consider a pledge of
$1,000, $2,500, $5,000, or even more per year for three years to help XYZ
Nonprofit Organization achieve its visionary aims . . . ,” the audience will not
include donors who may be expected to donate (and who are capable of giving)
$50,000 a year or more.

This is not to say that an organization should not make every effort to recruit
and organize the maximum number of volunteers possible. The point is that, in
many campaigns, a few key volunteers and staff raise the vast majority of the
dollars pledged. So be sure to recruit the seven to ten key people who will make
introductions and help solicit the organization’s very best prospects. Realize that
in some special situations, a very limited number of donors contribute nearly all
the funds raised. If a prospective donor cares for the institution and has the
capacity to contribute half of the capital campaign goal, by all means explain to
him or her why such a commitment is needed and request such a contribution. If
the organization cannot mount a classic campaign with numerous volunteers and
hundreds or thousands of prospects but can identify 50 to 100 leadership prospects
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capable of making six- and seven-figure contributions, organize the campaign
around thoughtful approaches to these few major prospects.

In fact, all campaigns should be prospect driven. The campaign structure and
timeline are driven by specific prospects and the organization’s relationship to
them. If the best hopes are pinned to people who have not yet formed close
relationships with an organization, sufficient time must be allowed for intensive
cultivation activities prior to implementing the feasibility study and quiet phase of
the campaign. If, however, the organization has nurtured strong relationships
with 10 to 30 very generous supporters, a campaign can be built around the
extraordinary leadership gifts donated by this core group.

Saying that a campaign is prospect driven reminds development professionals
that a series of questions lies at the heart of every resource development effort:

1.	 Who are the best prospects?

2.	 How much might be requested from each of these prospects?

3.	 What steps can be taken to get them even more excited about the
campaign?

4.	 Who on the team has the best chemistry with each prospect?

5.	 What are the interests of each prospect and what gift opportunity might
resonate?

6.	 Is now the best time to approach them?

7.	 Who is going to offer each identified prospect an opportunity to make a
significant investment in the campaign?

When a campaign is organized in such a way that these basic questions are
asked, it is well on its way to success. When all these questions have been
answered and the flow of appointments, requests, and follow-up action steps have
been monitored, the organization is poised for victory.
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CHAPTER 15
■

Human Resources

When you cease to make a contribution, you begin to die.

—ELEANOR ROOSEVELT, LETTER TO MR. HORNE

(FEBRUARY 19, 1960)

Wise nonprofit organizations recognize that their most important assets
are their people—the board, staff, and volunteers whose expertise and

hard work make the organization succeed. Strong managers have strong staffs.
Effective boards nominate and recruit strong leaders to serve. People committed
to their mission surround themselves with competent people who share their
vision.

In short, organizations are made up of people. The quality of the people and
how well they work together determine the effectiveness of the institution. This
chapter discusses the board of directors, staff, volunteers, and consultants—with a
particular focus on their roles in resource development.

The Board of Directors

The board of directors is the nonprofit organization’s governing body. When an
organization is first formed or when it is in its grassroots phase, board members
frequently perform management and administrative (staff) functions. This is true
particularly during the formative years when the organization has little or no staff.

As the organization evolves, there is a transition period when board members
cease to carry out the day-to-day operations and turn these duties over to paid
staff. Often this is a stressful period for many institutions. People resist change.
And, at times, dedicated founding board members find it difficult to give up
control. At such times, lines of responsibility are less clear than they ought to be.
Staff members complain that board members are “operating.” And some board
members find the new staff members unresponsive to the demands placed on
them by the governing board.
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Once the organization has weathered these early storms, it settles into a more
mature state in which board and staff roles are very well understood. The board of
directors generally is recognized to have seven main roles:

1. It is responsible for keeping the organization focused on its mission and
strategic direction.

2. It is responsible for the organization’s fiscal health; the board approves and
monitors the organization’s budget.

3. It hires and evaluates the organization’s executive director or CEO.

4. It serves as an advocate for the organization and promotes positive public
relations.

5. It makes and monitors organization policies.

6. It participates in the resource development process by contributing and by
using individual members’ influence to help garner financial resources for
the organization.

7. It assures the future of the organization by attracting and retaining
volunteers for leadership positions.

The staff implements policy and carries out the organization’s day-to-day
operations. It also supports the board of directors, its committees, and members in
the conduct of their duties.

Board sizes are often established in the organization’s bylaws, frequently with a
range stated. The ideal size can vary greatly. A board of 7 to 12 people may be
adequate for a small nonprofit organization with adequate resources and a highly
focused mission. Many administrators and consultants find that 17- to 24-person
boards are manageable, diverse, and of an ideal size to perform the needed
functions. Some resource development professionals prefer to have somewhat
larger boards—with up to 30 to 35 members—in order to encourage more
leadership giving and to ensure an adequate number of dedicated people to serve
as volunteer solicitors at the leadership level. Of course, organizations with larger
boards also must have a somewhat larger staff to support the board committees
and members in their work.

Ideal Characteristics

From a fundraising perspective, it is essential to have a board composed of people
of affluence and influence. Some board members serve because of their particular
knowledge of or experience with an organization’s mission. Others serve because
they represent a constituency or significant population of importance to the
institution. But the majority serve because they represent the community at large
and because they have the ability to ensure the organization’s future.
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There are two old adages used to dominate the board recruitment process. The
first is the adage about the three Ws: wealth, work, and wisdom. If ever a board
candidate is found with two of the three Ws, the organization has identified a
viable candidate. Over time, leaders of nonprofit organizations have realized that
one of the attributes had better be wisdom. It doesn’t matter how hard a person
might work or how much money he or she might have if a board member attains
a leadership position and does not have wisdom. Poor board decisions can prove
disastrous for the nonprofit organization.

The second adage embraces the three Gs: give, get, or get off. These words
form a crude view of the board’s role: give personally, get others to give, or resign.
Still, most resource development professionals stress the importance of board
giving and the board’s role in resource development.

We want board members to be generous. We want board members to
help secure contributions. And, if board members are uncomfortable
being personally involved in the solicitation process, we hope that they
will make introductions to those who can generously support our nonprofit
institutions.

In addition to affluence and influence, an organization will want to recruit
people with a mix of attributes. These include skills and specialized knowledge,
influence, program knowledge and experience, desirable personal qualities, and a
willingness to get involved and work as part of a team.

• Skills and specialized knowledge. Every nonprofit organization can benefit by
having an attorney serve on the board of directors. An attorney with
expertise in estate planning can serve as a key advisor in the organization’s
planned-giving program. Attorneys with other areas of expertise can prove
helpful at key stages in the organization’s development.

Similarly, every nonprofit organization can benefit from having some­
one with a strong financial background serve on the board of directors.
Certified public accountants (CPAs) frequently serve as treasurers of the
organization or chairs of finance committees. The most effective CPAs to
recruit have an entrepreneurial talent. They are as gifted at helping form
financial projections as they are at reporting past results.

Nonprofit organizations also find it helpful to recruit people with
marketing and public relations expertise. These invaluable board members
can help secure media sponsors for the organization’s events. They help get
free publicity. And at times they help the organization develop long-term
strategic marketing and public relations plans.

A person with past fundraising experience can also be helpful, especially if
he or she can provide peer-to-peer training or encouragement to help other
board members achieve their fundraising expectations.
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Experience with banking and finance rounds off the list of skills and
specialized knowledge. As with all business entities, nonprofit organiza­
tions need to maintain strong relationships with their community’s
financial institutions. All organizations should form a strong relationship
with at least one bank. They should foster relationships with the many
financial institutions that might be expected to donate to the cause.
Every nonprofit organization can benefit by having a banker or repre­
sentative of a financial institution serve as a board member.

• Influence. Boards of directors are strengthened when prominent community
leaders serve. They have contacts in the business community. They know
and associate with decision makers. Because of their prestige and renown, it
becomes easier to recruit additional people of affluence and influence to
serve on the board of directors.

• Program knowledge and experience. Early in the organization’s history, service
volunteers often are recruited to serve on the board. Some of these
dedicated people serve on and off the board for years. Some boards also
recruit prestigious experts in the organization’s field. A symphony orches­
tra might ask the dean of the local university’s school of music to serve on
the board. A social service agency may ask the university’s dean of the
school of social work to serve. A museum might invite a published expert
on the arts to be a board member. A local health clinic may recruit a
retired doctor or nurse. Such people can add perspective to the board’s
deliberations. Almost every board can benefit by having one or two such
people as members.

• Desirable personal qualities. When recruiting board members, nonprofit
organizations look for people with high moral standards. Their integrity
and reputations are such that they can influence the behavior of others.
They are believable. They are principle centered. Obviously, such people
avoid even the appearance of a conflict of interest. But more than that, they
inspire confidence and enhance the reputations of the organizations they
serve.

• Willingness to get involved and work as part of a team. Ideal board members are
team players. They may offer a broad range of advice but, once a decision is
made, they support the decision with enthusiasm.

Ideal board members have good attendance records. They go to meetings
and they stay involved. If their schedules keep them away for a period of time,
they let the other team members know of the conflict. They also find ways to
stay involved or to see that their responsibilities are covered during the interim
period.
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The Nominating Process

The nominating process begins with selection of a nominating committee.
Frequently a retired past board president is asked to serve as chair of the
nominating committee. After all, he or she usually has a good sense of history
and also knows who has performed well in the past.

However, it is also true that many past board presidents are exhausted. Some
have had to deal with many stressful issues during their tenures. Some are burned
out. Some simply want a break. So an organization should not make a hard-and­
fast policy that the immediate past board president chair the nominating
committee. Rather, remain flexible. Perhaps the organization will name the
past board president to this post many times—but will also consider other people
when that person seems less than enthusiastic about the assignment.

The ideal members of a nominating committee are people who think
strategically. It is also of utmost importance that generous people be asked to
serve. Parsimonious people seem to nominate others with a similar outlook. On
the other hand, generous people tend to identify other cheerful givers.

The next consideration is the order in which the nominating committee’s
work should be accomplished. Too frequently, nominating committees get
together immediately prior to the annual board meeting and begin bringing
up names for consideration. Even committees that do schedule several meetings
fall into a similar trap. They begin discussing names prior to examining board
membership from a strategic point of view. Exhibit 15.1 is a sample agenda for a
nominating committee meeting. Notice that the ideal makeup of the board is

EXHIBIT 15.1 S AMP L E AG ENDA F OR NOM INA T I N G COMM I T T E E

[Name of Organization]
Board Nominations Committee Meeting
[Date] [Time]

AGENDA

1. Desired attributes and board nominations grid

a. Board size
b. Desired numbers of members with each attribute
c. Current makeup of board
d. Discussion of makeup of “ideal” board

2. Responsibilities and profile of ideal board members
3. Recommendations of people matching profile

a. Discussion
4. Recruitment process and assignments
5. Other business

a. Orientation and Involvement
6. Next steps
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discussed early in the meeting. After that conversation takes place, it is possible to
move into an analysis of the current board makeup. A nominating grid such as the
one in Exhibit 15.2 is a helpful tool. But please note that in the sample agenda the
minimum numbers needed for each attribute were decided first. Also note that in
Exhibit 15.2, one of the attributes is personal affluence. Most nonprofit admin­
istrators have seen board nominating grids before. However, often such grids do
not list the affluence category.Most people were brought up to believe that polite
people don’t have discussions about other people’s money. However, to attract
significant annual contributions from board members, you must recruit people to
serve on the board who can afford donations at the minimum levels as set by
board policy.

The first step is to decide on the minimum numbers required for each of the
board categories. Then, the organization can produce a board grid that highlights
the actual numbers serving vis-à-vis the minimum requirements. Exhibit 15.3
depicts an organization that is looking to better diversify its board in terms of
gender, age, and ethnicity. Based on the nomination grid, they will realize that
they have identified too few females and African-Americans to be as diversified as
they desire. They will also want to identify more people with personal affluence.

Again, the important thing is that the strategic decisions were made before the
names of potential board members were suggested. This approach keeps the
nominating committee focused on the organization’s future and helps stimulate
thinking about people whose names otherwise might not have surfaced.

Once the discussion about the ideal board mix has taken place and the critical
needs have been identified, the nominating committee can turn its attention to
specific names for consideration. It is most helpful if the development staff assists
with this process. To begin with, the development staff can prepare a list of
potential board members, focusing on active volunteers and generous donors.
The staff also can help identify community leaders who have a relationship with
the organization and steer the nominating committee away from donors who
could possibly lose interest in donating if they are exposed to too many
operational details that will cause them to lose focus on the “sizzle” that they
love to support. Unfortunately, some nonprofit organizations have lost major
donors simply because they “promoted” people into board positions that
negatively impacted their passion for the work.

Each board member and leadership staff member might be encouraged to
suggest names of potential board members. It is important to remind these people
that the nominating committee is especially interested in people of affluence and
influence or those who have the other specific attributes needed for a well-
balanced board of directors.

Other sources of names might include board members of local corporations or
financial institutions. Chief executive officers of successful local or regional
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businesses may also be excellent candidates for board membership. Of course, if
an organization is national in scope, people in leadership positions nationwide
should be sought.

Recruitment

The recruitment of board members and other key volunteers requires the same
care as a major-gift solicitation. Ideally, the recruitment should take place at a
face-to-face meeting. The person responsible for the recruitment should have a
peer relationship to the potential board member and be confident and positive
about the expectations of board members. At the time of recruitment, the
potential board member should gain a clear understanding of the time commit­
ment and responsibilities of board membership.

When explaining the fundraising responsibilities, it is best to let the potential
board member know that board members help in a broad range of ways. Some
host cultivation events. Many provide information about potential supporters.
Many make introductions for fundraising purposes. Some help arrange fund-
raising events. Some participate directly in the solicitation process.

Let the potential board member know that participation in the resource
development process is expected and that the organization is dedicated to finding
and helping expand each board member’s comfort zone. If there is an expectation
that each board member will make a specific number of solicitations each year,
make that clear so the candidate can consider if that is something that would keep
him or her from serving.

Another sensitive issue that must be discussed with every potential board
member is the board giving policy. Many boards adopt policies that establish a
minimum donation level for board members. That suggested minimum giving
standard tends to evolve into an expected amount, so if you have a required
contribution, it should be significant enough for the board member to be
considered a major contributor.

A better approach may be to say that the goal is 100 percent participation from
the board. When explaining the expectation to potential board members, say
something like this: “Our primary objective is to have 100 percent participation
from our board members. We also hope that each member will make a gift that is
generous in relationship to the member’s means. A few of our board members
give approximately $500 a year. Several give $5,000 and $10,000 annually. One
board member makes a $50,000 a year contribution. Most contribute something
in between. Again, each decides what is generous for his or her means.”

A third option is to establish a requirement that each board member include
the organization among his or her top charities for support. This way the board
member can choose the amount, but understands that he or she is expected to be
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generous. However, this approach only works well if you are only recruiting
people of means who are philanthropic in their nature. A person who only gives
small amounts to charity each year may consider a token gift to your organization
to have fulfilled his or her obligation.

If an organization finds it difficult to recruit chief executive officers and
community leaders of the first rank to serve as board members, one of two
recruitment strategies may be attempted.

The first is to “ratchet up” from the current level of board membership. If the
board currently attracts bank tellers, perhaps it can successfully recruit branch
managers. If the equivalent of branch managers are on the board, the next
recruitment might be a senior vice president. At times, spouses of community
leaders may be recruited. The ratchet-up strategy stresses the importance of
leveraging the current level of clout and taking a stepwise approach to advancing
the organization’s influence in the community.

The second strategy can be considered the “adopt us” approach. Many
boards find that they do not have any obvious links with their community’s top
leaders. Perhaps the nominating committee feels strongly that the organization
needs people of that caliber to accomplish its visionary aims. In such a situation,
a direct approach might be tried. Identify one or two of the organization’s most
committed and articulate spokespeople to call the community leader who
might respond best to the cause. Be bold. Ask for an appointment. Go and
explain the case for support. Tell the community leader how important the
nonprofit organization’s work is. Let the person know that the nonprofit needs
people of his or her caliber to help the organization evolve and achieve its
greatest potential. Be frank. Ask the person to consider “adopting” the
organization. The aim is to convince the community leader that his or her
involvement will make a huge difference, and place him or her in a position of
influence over the future direction of the organization. He or she also should
recognize that involvement in the board of directors will be a rewarding and
enjoyable experience.

Motivation and Involvement

Many board members lose their enthusiasm even before they begin to serve. This
happens when an organization has a recruitment process that takes place months
before the annual meeting at which new members begin their service. One
obvious remedy is to allow new members to come on board at various times
throughout the year by filling expiring terms or taking unfilled positions. If the
bylaws allow for 24 members and a board has only 21 current members, it seems
appropriate to allow a new board member to take a seat at any time during the
year unless the bylaws state that all terms must begin on a specified date or at a
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particular meeting. It is important to make an effort to shorten the time between
recruitment and actual board service.

It is also critical to ensure that every new board member receives a meaningful
orientation experience within one or two months of recruitment. At this
orientation, provide copies of your bylaws, board policies, recent financial
reports, and other key documents. This allows the new member to immediately
begin contributing in meetings and on committees. Also, identify committees on
which the new board member may wish to serve.

Get new board members involved early. Moreover, be sure to involve them in
the board’s social life. Plan enjoyable events or gatherings for board members and
their spouses to attend.

A recent and positive trend in many nonprofit organizations is to broaden the
range of responsibilities of the nominating committee. This committee is
sometimes called the Committee for Board Development. In addition to the
nominating responsibilities, members also examine how the board conducts its
business. The committee is charged with responsibility for building a strong
board, developing the board leadership, strengthening board committees, and
making recommendations on ways to strengthen board processes and enhance
the experience of serving on the board.

Such committees are extremely helpful. However, no one has to wait for their
reports to institute some commonsense ideas now. Consider the following:

• Board meetings should be lively and meaningful.

• The meetings should start and end on time.

• Committees should be assigned a great deal of the work. However, the
whole board should discuss significant issues prior to sending the issues to
the committees.

• Even after a committee reports, board members have a right to ask questions
and suggest improvements to the committee’s recommendations.

• Backbiting, second-guessing, and parking-lot discussions do nothing to
advance the organization. Candid discussions at board meetings do.

• All discussions should be conducted in a respectful and appropriate manner.
Board members can be encouraged to find agreeable ways in which to
disagree.

• Discussions and debates must end eventually, but need to allow every
member who wishes to address the issue to have an opportunity to do so.
Then, decisions must be made. Once a decision has been made, all board
members must be expected to back the plan.

• Have fun. Schedule social occasions, some for the board as a whole, others
for individual committees.
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Board and Staff Retreats

Board and staff retreats are invaluable. When done well, they help develop a
shared vision for the organization’s future. Board and staff retreats also are essential
to the strategic planning process, to team building, and to help gain consensus
concerning a wide range of organizational development issues.

Retreats can concentrate on mission and vision, strategic planning, resource
and/or board development, finance, human resources, facilities planning, mar­
keting and public relations, or any pressing issue unique to the organization. For
the purposes of this book, the focus is on strategic planning and resource
development.

Prior to any retreat, it may be useful to take the pulse of the board. Interviews
help, as do surveys. Most often informal talks with board members will uncover
the dominant attitudes and questions that will shape the retreat.

While planning the retreat, be sure to give early attention to the steps needed
to stimulate attendance:

• Schedule the retreat at a convenient time. Poll board members and
leadership staff to determine a time when most, if not all, can attend.

• Schedule the retreat well enough in advance that people can block out the
time on their calendars. An email or postcard with an upbeat “Mark your
calendar” message can be sent several months prior to the retreat. Board
notices also can contain repeated reminders.

• Develop an “inviting” invitation. A standard meeting notice on 8½-by-11­
inch copy paper just won’t do. Be clever, be creative, and communicate that
the retreat will be time well spent.

• Follow up the invitation with warm, encouraging phone calls or emails
from a respected board member.

When planning the retreat, recognize participants’ various needs. Some board
members serve primarily for social interaction. Some serve because they are very
close to the organization’s mission and programs. Still others serve because they
feel that they have a civic responsibility to help create strong nonprofit
institutions.

For those whose primary motivation for serving is social interaction, exercises
to help participants relax and get better acquainted are beneficial. Opportunities
for mingling—meals, get-togethers, and free time—are appreciated. During the
retreat it also helps to keep an eye on the human element. Share poignant stories
about the people the organization serves. This latter point is meaningful for all
board members.

For those whose primary motivation is their closeness to the organization’s
mission and programs, reports from program officers, the executive director, and
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leaders in the field have a great impact. The parts of the retreat that are devoted to
the organization’s mission, vision, and programs keep these people involved.
Again, people stories, testimonials, and motivational accounts of the services
provided lend life to the reports about organizational benchmarks and statistics.

For those whose primary motivation is civic responsibility, governance issues,
strategic planning, finance and budget, bylaws, and a host of organizational issues
have the greatest meaning. Many CPAs, attorneys, and community leaders serve
because they want to help create strong institutions. As they become more
involved in an organization, they begin to share the values of those board
members most closely identified with the nonprofit’s mission and programs.

A well-structured retreat seeks a balance of subjects covered. It also employs a
number of presentation and participation techniques. When these board mem­
bers’ needs are accommodated and care is given to physical comfort, a successful
retreat is practically unavoidable.

On the physical side of the equation, be sure that the location chosen allows
distraction-free meetings. Establish a policy that is publicized in advance about
cellphone use and accessing email, social media, or other messaging; schedule
regular breaks so people can catch up on pressing issues. The room layout should
be attractive, practical, and conducive to interaction. Check out the temperature.
Be sure that all the audiovisual equipment works and is operational before the
participants arrive. Provide an ample variety of food and beverage.

A sample board retreat agenda is illustrated in Exhibit 15.4. Exhibit 15.5 is a
simple group activity to put everyone in a more relaxed frame of mind. Such an
exercise can be a bit time consuming, as each member of the board and staff
answers each of the questions. Some people tend to speak longer than others.
However, the time is usually well spent, because board members find out things
about each other that they might not otherwise have known. Moreover, the final
question usually elicits some poignant stories of why people have chosen to serve
the organization. Naturally, many involvement techniques and some more active
icebreaking exercises might be used; however, these seem to get a lot of retreats
off the ground with humor and warmth.

Presentation techniques were mentioned in Chapter 4. Since many board
retreats include a resource development component, it might be helpful to
describe several participation ideas that can help motivate volunteers to participate
in the fundraising process.

The first is one of the oldest in the business. The facilitator stands before the
group and asks board and staff members to take out their wallets. At this point
there are usually giggles and murmurs in the room. In fact, this simple act is so
energizing that it helps to do it soon after the lunch hour, when everyone
otherwise might be lethargic. Once all the wallets are out, the facilitator asks to
find out who has the largest denomination of currency. In some gatherings,
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EXHIBIT 15.4 S AM P L E B OA RD R E T R E A T A G ENDA

I. Retreat Goals

• Develop a unified understanding of the organization’s mission and vision for the future.
• Build a sense of teamwork among the organization’s leadership.
• Evaluate board and staff roles, responsibilities, and work processes, and identify opportuni­

ties for improvement.
• Identify feasible goals that will enhance the organization’s effectiveness and strengthen the

organization’s governance and administrative practices.
• Explore resource development principles and practices and discuss the board’s role in

fundraising.
• Enjoy the day.

II. Retreat Agenda

9:00 a.m.	 Retreat begins

• Preliminary introductions
• Review goals for the retreat

9:15 a.m.	 Group activity

9:55 a.m.	 Examination of the organization’s mission and exploration of shared values
(facilitated process)

• A lot of people know something of the history and roots of this organization. Given
today’s environment, if this organizationdidn’t exist,whywouldanybodybother to
create it?

• What is our organization actually doing? Compare the mission statement and
expectations to actual practice.

10:30 a.m.	 Break

10:45 a.m.	 The organization’s strengths and weaknesses. Each participant writes his or her
three best and three worst memories of their experiences with the organization.
Capture ideas; discuss and summarize.

11:15 a.m.	 Affirm, tweak, or rewrite mission statement. (Break into work groups. Allow time for
each group to complete task. Compare the mission statement each group developed
or affirmed. The strategic planning committee will use these as it reviews and
possibly recommends a revision of the mission statement.)

Noon	 Lunch

1:00 p.m.	 Goals and strategies (facilitated process). These exercises will provide general
guidance to the strategic long-range planning committee. The committee will use
this information for guidance and will develop a comprehensive strategic plan.

• Brainstorm wishes and dreams; capture on easel pad
• Using stickers, allow each board member to identify what he or she considers the

top three to five priorities
2:00 p.m.	 Summarize priorities and draft preliminary vision statement

2:15 p.m.	 Break

2:30 p.m.	 Goals and roles (facilitated process). Examine board roles versus staff roles,
responsibilities, and work processes. Identify opportunities for improvement.

• What is the board’s role?
• What is the staff’s role?
• What can the board do to make the staff more effective?
• What can the staff do to make the board more effective?



WEBC15 02/09/2017 12:52:0 Page 267

___________________________________________________________

___________________________________________________________

___________________________________________________________

EXHIBIT 15.4

human resources 267

( C ON T I NU E D )

3:30 p.m.	 Resource development

• Key fundraising principles and practices
• The board’s role in fundraising
• Three bags of money; three questions

3:50 p.m.	 Reaffirmation of decisions and action steps. Each retreat participant privately or
publicly commits himself or herself to a course of action and level of support to
achieve the aspirations of the organization.

4:00 p.m.	 Adjournment

someonemight have a $100 bill. In others, a board member or staffer might have a
$50 bill. In almost any gathering, quite a few people have $20 bills. The facilitator
asks the person with the largest bill to please pass it forward or to directly hand it to
the facilitator. If the person seems reluctant, the facilitator might say, “It’s okay;
you can trust me. I will give it back.”

Now the facilitator asks, “Why did Martha give me her $50 bill?”
It doesn’t take long before someone on the board says, “Because you asked.”

Others might say, “Because she trusted you.”
This simple exercise makes the most important point in any resource devel­

opment training environment: People give because they are asked, and they give
to people they trust.

A second exercise has been developed to help participants remember two other
important points: Different people can afford to donate different amounts, and
fundraisers must decide how much to ask of each prospect prior to the visit.

To make these points, props that look like three stuffed bank money bags are
prepared. One is tagged $25 million. The second is tagged $600,000. And the
third has a large “?” printed on its tag. The facilitator asks for volunteers to come
take one of the bags and sit in front of the board. This creates an opportunity for

EXHIBIT 15.5 O P EN I NG G ROUP A C T I V I T Y

1. My name is _______________________________________________________________

2. The legacy I hope to leave in this world is _____________________________________

3. Something most people don’t know about me is ________________________________

4. The circumstances that led me to serve on this organization’s board were
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levity, as some board member will invariably make a strong effort to hold the $25
million bag. The facilitator now asks a series of questions and engages the board
members in a conversation about prospect ratings. One typical summarized
discussion might go as follows: The facilitator explains to the group that each of
the people before them has an established relationship to the organization. The
bags represent their net worth. The person with the $25 million bag inherited
wealth but has also helped strengthen the family-owned businesses. The person
with the $600,000 bag is a mature professional who has made approximately
$80,000 to $100,000 a year, and has saved and invested. The $600,000 represents
the organization’s estimate of the prospect’s assets exclusive of the person’s home.
The person with the “?” appears to be affluent. Several key volunteers suggested
that the “?” prospect may have resources; however, prospect research to date has
been unable to establish an estimate of net worth.

The facilitator now says, “We will discuss a capital campaign later. For now,
let’s assume that we are serving on a board of an organization with a $750,000
annual campaign. Our volunteers are going to visit these three prospects. When
they go to the person who has $25 million, howmuch might they request? When
they go to a person with $600,000, how much should they request? And finally,
when they go to someone with an unknown amount, how much should they
request?”

Conversations flow freely. The facilitator is careful not to judge any sugges­
tions. Rather, participants are encouraged to discuss each suggestion thoroughly.
Typically, opinions range widely regarding how much the wealthiest prospect
should be asked to donate. Frequently board members settle on a gift range of
$25,000 to $50,000 as appropriate suggested amounts for annual campaigns.
However, some board members point out that the prospect might be approached
for larger amounts for special projects. The $600,000 person might be asked to
consider annual contributions in the $1,000 to $2,500 range. Of course,
conversations and suggestions might vary greatly. Some board members will
suggest more research regarding the person with unknown wealth. Others might
boldly suggest a request amount. Some might suggest that it doesn’t make
economic sense to request less than $1,000 on a person-to-person visit. Still others
might suggest that a list of gift opportunities begin at the $500 or $1,000 level—
but also go much higher. In such an instance, the volunteers might say, “We need
gifts at all of these leadership levels on an annual basis. Where do you see yourself
participating?”

The facilitator next turns attention to capital campaigns. The lead question
might be, “The XYZ Nonprofit Organization is contemplating a $5 million
capital campaign with a three-year pledge period. What might we ask of each of
our three prospects sitting before you today?” Often a bold board member
suggests that the person with $25 million be asked for the entire amount. Some
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members may point out that if the prospect is very committed to the organization,
such a request would not be out of the question. Frequently the board agrees that
a $1 million request might be ideal. The facilitator might point out that a person
with a $25 million net worth generally can afford to donate $1 million without
changing his or her lifestyle. The $600,000 net-worth person who is close to the
organization may consider a pledge of $10,000 to $20,000 for a visionary capital
campaign. Such a person also might consider a larger planned gift for the
organization’s endowment fund. Invariably, with capital campaigns at stake,
board members ask that more research and cultivation take place prior to
soliciting the “?” person.

The important consideration with all these discussions is not so much the
specific request amounts. Rather board members need to remember that these
choices must be made prior to visiting the best prospects.

A third presentation technique that is very powerful in motivating board
members to increase their contributions has come to be called Weinstein’s Three
Questions. The first question is: “What is the largest cumulative amount you
donated to a single charity in a single year?” This question is stated on a small slip
of paper that reads: “The largest amount I donated to a single charity in a single
year is $ __ __.” Board members fill in the dollar amount, fold their unsigned slips
of paper, and pass the folded slips to the facilitator’s assistant, who totals the
amounts. While this is taking place, the facilitator asks the second question:
“What do you believe is the largest amount you could donate without changing
your lifestyle or sense of security?” Usually there is not much discussion, but the
facilitator may observe, “I imagine many of you wrote or thought of an amount at
least three to five times greater than the largest cumulative amount you donated
in a single year.” Upon making this observation, a large percentage of the
participants will look the facilitator in the eye and nod their heads yes. The
facilitator may say, “Well, that doesn’t surprise me. Statistics indicate that, on
average, Americans give one-fifth of what they can afford to donate without
changing their lifestyles.”

After these observations, the facilitator asks the concluding third question: “If
you could make one donation that would end poverty, cure cancer, or guarantee
world peace, how much would you be willing to donate?” (As with the second
question, board members think of the answer or write it on a slip of paper, but
they do not pass anything forward. The only slips that are passed forward are for
the first question.)

A brief period of quiet falls over the room as board members contemplate the
third question. After a brief pause, the facilitator might say: “I suppose many if not
most of you in this room today would consider giving up all you have if you could
end poverty, cure cancer, or guarantee world peace. Of course, there is no one
gift that could accomplish any of those aims. But your contribution to XYZ
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Nonprofit Organization will help ensure that 60,000 meals will be served this
year. You can donate knowing that your gift will help save the lives of homeless
people during the bitter winter months . . . .” In each case, the facilitator states
the case for support in the most direct and dramatic terms. The aim is to remind
each board member how the organization makes a significant difference in the
lives of the people it serves.

To conclude this exercise, the facilitator might say, “Many people ask how
much board members should donate. There is no one right answer to this
question. Each board member should make a decision based on his or her means.
However, some guidelines might help. Some say that if you are serving on the
board, the institution for which you are serving should be one of your top three
nonprofits each year that you contribute to. So, we might conclude that it would
be reasonable to consider a contribution equal to that given to your favorite
nonprofits in the past—an amount equal to what you donate to your university or
to your church or synagogue, for example. If you are very close to some other
charity, perhaps the amount you donate to this institution would be at least half of
what you donate to your favorite charity. When this organization considers a
capital campaign, you might want to consider a standard established by Harvard
University. They ask their supporters to recall the largest donation they ever made
to a nonprofit organization in a single year. Then they ask their supporters to
double this amount and pledge it for three years. Let’s see how these differing
standards might work for this nonprofit organization.”

The assistant, who has totaled the board slips turned in after the first question,
has divided that amount in half, multiplied it by three, and multiplied it by six. So
the assistant already has calculated the four figures including the total. For
example, if the board slips totaled $70,000, the assistant would have four
numbers: the $70,000 total, the $35,000 half total, the $210,000 figure repre­
senting three times the total, and the $420,000 figure representing six times the
total.

Now, what do these figures mean? The facilitator explains, “If each board
member were to donate exactly the same amount they have given to their other
favorite charities each year, we would begin each fund drive with $70,000. If
everyone gave just half of what they donate to their universities, churches, or
other favored nonprofits, we would begin each year with $35,000 for our annual
drive.” (Note that in almost all cases, these amounts are considerably higher than
the organization is receiving from its board members on an annual basis. Too
frequently, board members don’t donate or merely make token gifts to the
organizations they serve.) The facilitator continues: “When this organization
contemplates a capital or endowment drive, wemight expect each board member
to pledge an amount equal to the most the member has donated to a charity in a
single year—but to pledge that amount for three years. If this were the case, we
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would begin our capital campaign with $210,000. If all board members followed
the Harvard standard, we would double that amount and we could begin the
campaign with $420,000.”

The facilitator might conclude by bringing the conversation back to the
importance of the organization’s work. However, this exercise accomplishes a
number of objectives. Board members are encouraged to think about the most
they have given. They are encouraged to give similar or greater amounts to this
nonprofit organization. They uncover for themselves that there are circumstances
under which they would donate vastly greater sums. Board members are also
encouraged to consider an amount double their greatest gift. And they are
encouraged to consider multiyear pledges of that amount. Please note that the
board members themselves supplied the key information. Because they played
the critical role in this discovery process, the three questions are a powerful
motivator in stimulating dramatically enhanced board giving.

The Resource Development Staff

Effective resource development staff members form close working partnerships
with board members and volunteers. The relationship works best when expect­
ations are crystal clear. It may be helpful to write a mission statement and job
description for the development office.

For the organization to succeed, it is imperative that the performance of
development staff—especially newly hired staff members—be closely monitored.
The organization should provide as much training as possible early on, as well as
establish measurable goals. The evaluation of the employee’s performance should
include “means” and “ends.”Means include tasks such as writing and refining the
case for support, making enhancements to donor data records, creating and
interpreting meaningful fundraising reports, increasing and enhancing the mail­
ings, increasing the number of personal solicitations and grant applications, and
enhancing research. The first concern regarding ends is net contributed income.
Other goals include an increased number of donors, total dollars raised, grants
funded, and income from a broader range of fundraising strategies.

Be realistic and seek advice from experts when setting goals, and seek
incremental improvement over a broad range of goals. Also recognize that
the development staff cannot achieve these goals without board and volunteer
support.

One final word about goals: don’t be misled. Many people will say that
fundraising is really friend-raising. This is true. However, one of the main purposes
for nurturing relationships is to help bring prospective donors closer to the
organization so that they can be asked to consider making significant contribu­
tions to the nonprofit institution.



WEBC15 02/09/2017 12:52:0 Page 272

272 the complete guide to fundraising management

Some very smooth people take responsible development positions. They
attend civic clubs. They work with the public relations department to develop
attractive materials. They make speeches. They meet with donors for lunch or on
the golf course. They are engaged in all sorts of activities. They are also quick to
remind anyone who will listen that it takes a long time to nurture relationships.
Besides, they complain, board members frequently don’t make their calls.

Upon examining their development offices, few if any tangible signs of
meaningful resource development work are visible. There is no case for support.
Many database issues have not even been addressed. Few grants have been applied
for. The number of mailings is the same as it always has been, and the sponsorship
levels for special events have been the same for years. No one really feels
comfortable having a meaningful visit with a major donor that results in an
ask. In sum, the development officer may have a commanding presence and may
stay quite busy, but the amount of money being raised is relatively flat or
declining.

The remedy to this is, of course, to clarify expectations. It also helps to hire
people with experience and an obvious record of achievement. After all, the
organization has every right to expect tangible results in three to six months. Visits
should be increasing, grant applications should have increased, and, if appropriate,
the mail campaign should be more aggressive. And as a result, contributions
should begin to increase.

Naturally, people and their skills should be matched to the job requirements.
Yet mismatches are frequent in development positions. If interviewers cannot
imagine a candidate for director of development sitting down with a bank
president and dealing with him or her as a colleague, then the candidate should
not be considered for the job. If a person has strong people skills but doesn’t
appear to be detail oriented, that person should not be assigned data management
responsibilities. A person with a public relations background but no fundraising
experience should not be assigned resource development responsibilities without
intense training—if the person is hired in development at all.

The ideal director of development must use both sides of his or her brain. To
succeed, this person must be a planner, persuader, writer, analyst, operations
manager, cheerleader, and expert in organization development. In today’s
environment, he or she should be computer literate. Above all, the ideal director
of development is a good listener—someone who listens empathetically.

The database manager and development office support staff must be meticulous
and detail oriented. And every development office needs a strong writer. Design
experience, while not a necessity, is also of great benefit to the development office.

The people responsible for implementing each of the fundraising strategies
should be experts in their fields. The person responsible for special events should
be experienced, detail oriented, and knowledgeable. He or she should work well
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with volunteers. The direct mail specialist should understand response rates and
segmentation strategies, direct mail fundraising strategy, and direct marketing
techniques. He or she should be trained to write copy and evaluate design (or
know best practices so he or she can meaningfully critique the work of others).
The online fundraising manager should know best practices, stay current on
trends in online fundraising, and understand what motivates people to respond
online. Similarly, the grants writer, planned-giving officer, and major-gift
personnel should be experts in their fields. In smaller organizations, the director
of development must understand the basics of all resource development strategies,
and to the extent possible become an expert in those strategies most important to
the nonprofit organization.

Organization and Growth

Development offices often grow following a pattern that traces the evolution of
the nonprofit agency. During an organization’s earliest years, volunteers do
everything. In these grassroots organizations, the volunteers serve as board
members and also perform all of the staff functions. After a period of time,
the organization grows to the point that it can hire an executive director. The
executive director, often supported by an administrative assistant, performs all key
staff functions, including grant writing and perhaps mail campaigns. Volunteers
continue to run the special events. Fundraising activities are generally limited due
to the lack of staff.

After another growth period, the nonprofit organization hires a person with
fundraising, marketing, and public relations responsibilities. Because it is so
difficult to balance these responsibilities, this solution rarely works as well as
the organization may have hoped.

At some auspicious moment in the organization’s history, the agency hires
its first full-time development director. If this person is experienced and has a
quality assistant with whom to work, miracles begin to happen. Given board
support, the development director can initiate a major-gifts program,
increase the number and effectiveness of mailings and online fundraising
efforts, improve the grantsmanship program, provide assistance to the
volunteers running the special events, increase sponsorship levels, and begin
a simple-to-administer planned-giving program that focuses on wills and
bequests.

Once the organization has a full-time development director and it experiences
continued growth in net contributed income, the development staff continues to
grow in response to new opportunities. Often, the next hire is a gifted assistant
who provides valuable support services for the development director. As the gift
volume increases, the organization will need to hire additional gift processing



WEBC15 02/09/2017 12:52:0 Page 274

274 the complete guide to fundraising management

staff. Depending on which fundraising strategies are most important to the
organization, the nonprofit may then hire a special-events person, an annual
giving/mail/online specialist, a grants officer, a major-gifts officer, and finally, a
planned-giving specialist. The reason that the planned-giving officer is one of the
last hires is that an organization must be well established before donors feel
confident in making planned gifts to it, and because this position will often not be
profitable until the gifts are realized years later.

Often universities follow a somewhat different pattern in the evolution of
their resource development functions. Typically, one finds a development
director at each school of the university. Over this large structure is a person
who serves as vice president for institutional advancement. This person, who
has overall development responsibilities, may have a broad array of job titles.
Many serve as chief executive officers of the university’s support foundation. At
the senior levels there might also be major-gift and planned-gift officers. The
university development organization also recognizes the importance of alumni
relations, so large development operations evolve. One key to success is to
organize the efforts around prospects. For example, if a major donor attended
the school of engineering, the development director of that school may be
assigned primary responsibility for nurturing the relationship. However, if the
major donor is the president of a large corporation, the university’s corporate-
giving officer—or even the university president—may be assigned prime
responsibility. Again, the important issues are peer relationships, chemistry,
and the donor’s interests. In the best of worlds, intelligent decisions are made
regarding these matters. In the worst of worlds, territorial battles over prospects
prevail, and contact with the donor may be difficult because he or she feels a
lack of professionalism caused by being approached by multiple people who
have not coordinated their efforts.

Obviously, the larger the institution, the more important prospect manage­
ment becomes. It has been said before, but it should be repeated: No prime
prospect is assigned to more than one development officer.

The Search Process

When hiring a director of development or any other key person, follow these
steps:

1. Form a search team. The team should develop a job description and search
strategy. The team also should study compensation plans and determine a
salary range for the position.Also, consider the dynamics of the organization.
What skills and experience are needed?What kind of management style fits
the institution? What values and beliefs should the ideal applicant possess?
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What special issues of “chemistry” must be considered? What types of
people have worked well with the executive director and board leaders
in the past? This is also when your organization should decide if they
want to contract with a search firm to conduct the search or conduct the
search itself.

2. Review résumés.What is the overall impression? Is the experience relevant?
Has he or she worked for organizations of similar size, or will this represent
a significant increase in terms of the donor base and responsibilities? The
vast number of applicants can be eliminated at this stage.

3. Pre-interview the applicant. A brief telephone conversation prior to any
formal interview process is helpful. Use this call to learn more about the
applicant’s background as well as to ascertain whether the applicant would
consider a position in the salary range that will be offered. Also, find out
when the applicant might be available, should a position be offered.

4. Interview three to five finalists. Whenever possible, schedule the interviews
somewhat close together. Ideally, the same interview team should inter­
view each of the applicants. Group wisdom is very difficult when
interviewers come and go throughout the process.

Allow sufficient time for a thorough yet structured interview. Help
interviewees feel comfortable. After introductions and a brief review of the
job requirements, allow interviewees 10 to 15 minutes to tell a bit about
themselves and how they can serve the organization. Given the ready
availability of information about the organization that is on the Internet,
the candidate should exhibit knowledge of the work the organization does
and be able to provide information about their interest in the job based on
what they have learned in their research.

When asking about experience, form inquiries using involvement
questions. In other words, rather than asking, “Have you ever written
a successful grant application?,” say, “Please tell us about any grants you
have written, and especially let us know how you went about the entire
grant process, beginning with your research and preparing the grant
application through how you acknowledged the grant once it was
awarded.” Other useful involvement questions include: Describe a situa­
tion where you disagreed with a volunteer. What was the situation and
how did you handle it? Describe a time when you had multiple priorities
and competing deadlines. What were the circumstances? How did you
organize your workflow? Think back to the best boss or supervisor you
ever had and the worst boss or supervisor you ever had to deal with.
Describe both sets of circumstances and focus especially on how you dealt
with the situation where you had the less-than-desirable supervisor. What
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was the largest charitable contribution you were involved with? What was
your role, and what did you do to help secure the contribution?

When the interview team focuses on involvement questions—rather
than merely encouraging a skills inventory—the organization ends up with
a more complete understanding of how the candidate works and functions
in a broad array of real-life situations.

Finally, ask the candidate what questions they have about the organiza­
tion or its fundraising activities.When a candidate asks thoughtful questions
that are relevant to the organization’s work, he or she demonstrates a
genuine interest in the organization’s mission. However, if the questions all
center on benefits, thatmay indicate that the candidate ismore interested in a
paycheck than a position in which he or she can be passionate.

5. Reach group consensus. Don’t let a lot of time elapse before discussing the
candidates and their qualifications as a group. Conduct a comprehensive
review of the candidates immediately or soon after the final interview. To
discourage groupthink, have everyone write down their first choice on a
piece of paper. See whether there is already preliminary consensus on the
search outcome. However, encourage everyone to keep an open mind
throughout the entire search process and to listen to each other carefully.
Even brilliant managers and board chairs can err if they make unilateral
decisions. Group wisdom is valuable under many circumstances, especially
when hiring key people.

Make a decision based on experience and results. In previous positions,
did the applicant really play a major role in increasing contributions? Does
the applicant have experience helping obtain contributions at the levels the
organization needs?

Make a decision based on chemistry and passion. Is the candidate
genuinely interested in the mission? Will the person really fit into the
organization? Was the candidate clearly a good listener? Will he or she
relate well to major donors and supporters?

Finally, make a decision based on management style. Again, is the
candidate results oriented? Does he or she have a demonstrable record of
motivating volunteers and staff? Does the candidate sound sincere when
speaking about team building and mentoring others? Can he or she bring
about change without causing a major eruption within the organization?

6. Check references. No decision is final until references have been checked.
Reference letters are always positive; otherwise, the applicant would not
have furnished them. A background check should be conducted if that is the
organization’s policy, and education stated on the résumé should be verified.
An Internet search is also useful to insure there are no “smoking guns.”
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Unfortunately, many employers are reluctant to give full information
about previous employees. However, the organization’s financial state­
ments are often a matter of public record. Therefore, it is easy to confirm
the range of charitable contributions received during a particular devel­
opment director’s tenure.

Reference checks should focus on work behavior, job performance,
chemistry with other colleagues, and the reasons for leaving previous
positions. It is often helpful to ask, “Would Ms. Job Candidate be eligible
for rehire?”

Most important, make every effort to find out whether the job
candidate really helped motivate and obtain large or increased contribu­
tions for the previous institution. Prior to hiring a resource development
professional, the financial results he or she helped produce must be known.

Retention and Maturation

Volumes have been written about job satisfaction. A great deal of the literature
focuses on compensation. However, faced with the vast number of volunteers
who work hours upon hours without compensation, it is obvious that motivation
encompasses a great deal more than salary. Responsible people working in the
nonprofit sector have an obligation to ensure that the organization pays adequate
and competitive wages. But job enrichment may play an even larger role in job
satisfaction. Educational opportunities are important and appreciated, as is the
opportunity to achieve professional certification or to contribute to the field
through participation in the local Association of Fundraising Professionals
chapter, contributing articles and blog posts, speaking at seminars or on webinars,
or other opportunities that are offered to the employee. Above all, organizations
should ensure that each employee is treated with respect. Openness in commu­
nications is a big plus. So is attention to physical comfort. For example, allowing
each employee to choose his or her own chair is a relatively inexpensive
investment.

Research shows that development directors have high turnover, often caused
by unrealistic expectations. That is why developing goals that stretch an employee
but are realistic for a person with determination and skills to accomplish is
essential. Also, these goals need to be reviewed regularly and potentially changed
if they are not stretching the employee or establishing an impossible expectation.
It is not unrealistic to conduct brief quarterly reviews of goals to help an employee
stay on course for success.

Too often performance appraisals and job evaluations are matters of stress in an
organization; there is so much buildup that it feels like any concerns have been
bottled up until they reach the point of explosion. In reality, there should be few
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or no surprises at a performance evaluation. Instead, make every effort to reduce
the stress related to the formal appraisal process by adopting an informal and more
human approach throughout the year. When something goes well, immediately
thank the person who did it, not just his or her supervisor. When there is a
problem, ask the person responsible to tell you three things: What went wrong?
How is it being corrected? What steps will be taken to insure it doesn’t happen
again? Communications experts also tell us that I statements work better than you
statements. For example, “I am concerned that donors who see typos in our
materials may form a negative impression of the XYZ Charity” is a lot softer than
“You keep giving me unproofed materials. Can’t you produce a letter without
typos?” Mean people do not belong in leadership positions—especially in
nonprofit institutions whose mission is to make the world a better place to live.

Lots of positive feedback accompanied by courteous reminders or suggestions
for improvements help create a productive and pleasant work environment. Most
important, these feedback statements should be intermittent but frequent. They
should never be mechanical, but always sincere and timely. Compelling legal
considerations often force institutions to adhere to the performance appraisal
practice. However, to truly motivate employees, immediate feedback is the key
to success.

Volunteers

Volunteers play a central role in the life of nonprofit organizations. Because of
their dedication, these organizations can keep the costs of providing vital services
lower than they might otherwise have been. When these volunteers are treated
with respect, shown appreciation, and assigned meaningful work to do, they
become an invaluable resource. Because of their involvement, many also become
financial supporters of the organization.

Managing volunteers in a professional manner is essential to their satisfaction
and long-term involvement with the organization. This begins with a clear job
description, and continues with a regular place to work (when appropriate),
assignment of meaningful work, and recognition and respect. Volunteers should
never feel like they are unneeded or taken for granted.

Volunteer identification, recruitment, and training are time-consuming tasks.
Too frequently, nonprofit staff members find it easier to just do the job
themselves than to recruit a volunteer to complete the assignment. This is a
very shortsighted point of view. Once a volunteer has been recruited, there is a
good chance that he or she will be available on a regular basis. Therefore,
remember that many responsibilities related to volunteer recruitment and
orientation are time consuming only the first time. The more the organization
engages volunteers, the more cost effective are their services.
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Roles

Volunteers can fill every conceivable role in the nonprofit organization. One
retired community leader served on several occasions as interim executive
director of a nonprofit while the organization conducted a search for a permanent
executive director, while others have prepared receipts for mailing.

Volunteers can be called on to perform clerical duties for the organization. For
example, some modest-size agencies use volunteers to prepare their mass mailings.

Volunteers can be called on to deliver vital services. Doctors and healthcare
providers frequently volunteer to provide services to uninsured constituents, or
chefs prepare meals for the homeless. Volunteers can be called on to provide
specific expertise. Real estate agents, designers, professional writers, finance
experts, attorneys, CPAs, printers, and a host of other professionals have been
known to donate services to nonprofit organizations. The line between volun­
teerism, in-kind services, and pro bono services is a bit muddled. However, there
is no doubt that people who share the organization’s values can be asked to donate
their personal and professional time to the cause, as long as you remain mindful
that people’s businesses generally have to be profitable overall in order to remain
in business.

From a fundraising perspective, an organization will want to surround itself
with volunteers with affluence and influence. Many can be recruited for the
major-gift program. Some may serve on the board. Some may be asked to serve
on an advisory board. Somemay be recruited to serve on a campaign cabinet. The
key here is to find each person’s comfort level in the fundraising process. Not
everyone feels comfortable directly soliciting contributions. Professionals and
experienced volunteer leaders can help others become more comfortable in a
fundraising environment.

Encourage the institution to use volunteers in as many capacities as possible.
Identify and recruit as many volunteer leaders, organizers, and workers as possible.
Some of these folks will never solicit personal gifts but can prove invaluable in
organizing large-scale special-event fundraisers. Some may help in the ways just
described.

By the way, many volunteers who would be unlikely to help with a one-to­
one or team solicitation will help with group solicitations. Here are a few steps
that can be taken to encourage these group solicitations:

1. Find volunteers who are willing to open their homes.

2. Encourage them to invite their friends.

3. Augment the invitation list with supporters from the volunteer’s geo­
graphic area.

4. Prepare attractive invitations.
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5. Prepare and conduct the group solicitation. State the case for support.
Keep the presentation short. Share testimonials. Use attractive visuals
when possible. When soliciting gifts, refer to a gift range that reflects the
capability of the people in attendance.

6. Distribute and collect pledge cards and contributions at the gathering.

Other volunteers will open their homes only for cultivation events. Some
people are very uncomfortable with the thought of soliciting friends and
neighbors. However, some of these very same people—especially those with
attractive homes—feel comfortable in inviting people to a gathering where their
friends, neighbors, and other prospects can learn more about the nonprofit
institution from staff members.

Another way volunteers can help is by providing information concerning
prospective donors. People who are knowledgeable about the community can
help with prospect ratings and research. Naturally, gatherings of such volunteers
should be small and confidential.

Recruitment and Retention

Volunteer recruitment should become a key element in every nonprofit organi­
zation’s culture. All board members, staff members, and volunteers can be
reminded that volunteer recruitment is the institution’s high priority. Staff
members should be ever vigilant for volunteer opportunities. Volunteers should
be made to feel welcome at the agency. Everything possible must be done to
avoid an us-versus-them mind-set. Break down as many barriers as possible.
Create as many volunteer job slots as possible. Maintain lists of things that can be
done on a when-a-volunteer-is-available basis.

By establishing and maintaining relations with an auxiliary group, the
organization can develop a reliable cadre of volunteers. It may be useful to
establish a young professionals support organization. Young professionals often
have boundless energy, great ideas, and close relationships to community
leaders.

When the organization needs more volunteers than it can recruit by itself,
consider approaching a civic club to adopt the cause or project. Members of
groups such as Rotary, Lions Club, and Kiwanis often can be motivated to move
enmasse on behalf of a nonprofit organization with a compelling case for support.

The number-one way to retain volunteers is to consistently show appreciation
for their work and dedication. Take steps to avoid burnout. Include volunteers in
social events and appropriate staff updates. Say “Thank you.” Smile; be warm and
genuine.
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Working with Consultants

Every consultancy takes on a life of its own. However, the conceptual frame-
work—the consulting cycle—illustrated in Exhibit 15.6 is fundamental to most
consulting relationships.

Nonprofit organizations find consultants helpful at key points in the organi­
zation’s history. Consultants help grassroots organizations transition to more
mature institutions. Organizations beginning strategic planning processes often
find it helpful to work with consultants. Organizations contemplating capital
campaigns find consultants indispensable. Many organizations turn to consultants
when beginning a search for a key employee. Consultants can do important work
before the organization has the means to hire staff to manage it, or during a trial
period when they are testing it to see if hiring staff is viable for their organization.

Perhaps a consultant’s main role is to provide an objective perspective to key
decisions and processes. At times, the decision to work with a consultant is
greeted with misgivings or skepticism. However, the consultant-client relation­
ship is strengthened when the key decision makers understand the gravity of the
challenge being addressed. It is also helpful if board members have had an

EXHIBIT 15.6 T H E C ON SU L T I N G C Y C L E

1. Needs Assessment/Situation Analysis
a. Interviews
b. Document review
c. System analysis
d. Direct observation of work processes

2. Development of Alternatives
a. Suggestions from in-house team
b. Suggestions generated by the consultant
c. Review of known options
d. Brainstorming session
e. Recommendations from peers
f. Surveys of industry best practice

3. Decision
a. Pros and cons
b. Quantify expectations
c. Stakeholder analysis
d. Consensus

4. Implementation
a. Who does what by when?
b. What financial and human resources are allocated to the project?
c. What are the critical success factors?
d. Who’s in charge?
e. How will we continually measure success throughout the project?
f. How will we manage the project? (Identify tools to be used.)

5. Evaluation
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opportunity to meet with the consultant and have gained an understanding of his
or her track record in dealing with similar situations.

In the resource development arena, consultants are called on to provide the
following services:

• Development audits—assessments of fundraising offices and recommenda­
tions to enhance resource development programs

• Precampaign studies—feasibility studies, market surveys, and campaign
assessments designed to assess fundraising potential, refine plans, and nurture
relationships with potential major donors

• Capital and endowment campaigns—campaign support, advice and coun­
sel, and/or resident campaign management

• Prospect research—intensive research concerning specific prospects, electronic
screening of databases, and/or facilitating the ratings and evaluation process

• Annual giving—direct mail and online campaign consultation, special-
event support, and comprehensive resource development planning

• Major-gift initiatives—prospect research, volunteer recruitment, materials
development, cultivation, and solicitation training and support services

• Planned giving—materials development, board orientation, planned-
giving seminars and marketing, individual gift planning, and general advice
and counsel

• Strategic planning—board retreats and gatherings facilitation; analysis of the
organization’s strengths, weaknesses, opportunities, and threats (called a
SWOT analysis); strategic planning committee meeting facilitation; prepa­
ration of notes and draft versions of the strategic long-range plan; plan
refinement based on board suggestions; preparation of final version for
board approval

• Executive search—job analysis, preparation of job description, comparative
analysis of salary and benefit packages, proactive recruitment, screening of
applicant résumés, interview process participation, reference checks, rec­
ommendations to the decision-making body

• Fundraising software—needs assessment, situation analysis, software options
reviews, examination of institutional interfaces, customization of system,
data transfer, annual system support, and/or delivery of turnkey system

• Grantsmanship—grants research, project development, writing and editing,
monitoring deadlines, and fulfilling report requirements

• Board development—board/staff relations, nominating process, potential
board member identification, recruitment, and orientation; committee
structure, bylaws, and work processes
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• Retreats, seminars, workshops, and process facilitation—training, orienta­
tion, involvement activities, and a broad spectrum of planning processes

The scope of work is described in a contract between the nonprofit organiza­
tion and the consulting firm. Some firms define a very narrow scope of work. A
few create contracts that allow greater flexibility and a broader range of services in
response to changing circumstances. Some firms provide advice. Others take a
more hands-on approach. Each contract should include a confidentiality agree­
ment and a non-compete clause.

The best consultants realize the importance of people, not just facts and
situations. They ask: “What is the situation as it now exists? What would the ideal
future be like? What steps are needed to get to the ideal future? What person or
persons can help bring about the changes needed? How can we motivate them to
help? Do any stakeholders oppose the change? How can we neutralize them or
bring them around to our point of view?”

Ultimately, people make decisions. In any consulting or planning process, the
motivations of the stakeholders must be understood.

Selection and Contracting

Once a decision has been made to engage the services of a consultant, the
organization can follow 10 steps in choosing the consultant to perform the work.
While these are most relevant for an organizational consultant that will interact
with the board and leadership, such as during a capital campaign, they can be
adapted for consulting work that is task-oriented, such as producing the direct
mail program or redesigning a website.

1. Form the selection committee. The consultant selection committee should be
composed of visionary people, wise people, generous people, and decision
makers. Avoid having a committee that is so large that it is difficult to come to
consensus.

2. Clarify expectations. Prior to developing a request for proposal, the committee
members should thoroughly discuss and understand the consultant’s role in
the proposed project. The committee’s first task, therefore, is to develop
realistic expectations of what deliverables are expected. The committee also
should have a firm understanding of the desired outcome. After interviewing
potential consultants, this understanding may be refined and modified. But
the team must begin with a common understanding.

3. Develop a request for proposals. RFPs need not be complex. A simple one- or
two-page letter will suffice for most situations. The RFP should state
expectations as clearly as possible. Describe the situation. If the services are
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for a campaign, include the initial estimate of the goal. State any concerns that
are unique to the nonprofit organization.

The RFP should contain specific questions about the consultant’s expe­
rience. At a minimum, the consultant should be asked to provide relevant
background information concerning the firm’s experience with projects such
as the organization’s.

The RFP should ask the prospective consultant to state how he or she will
accomplish the work described in it. If the consulting firm has a unique
approach to the problem, this approach should be highlighted or described as
clearly as possible.

Every RFP should have a due date for the proposal. It also should request
the name and background of the consultant who will be assigned to the
project and request three or more references.

4. Find prospective consultants. Nonprofit organizations have a number of ways of
finding prospective consultants to approach. Avoid sending 25 to 50 RFPs to
consulting firms across the nation. It is far better to identify not more than
seven firms to approach. The initial list should include names of realistic
candidates for the contract—respected people or firms with the background
needed. Here are some suggestions:

• Consulting firms the nonprofit organization has dealt with in the past.A full formal
search may not have to be conducted if the organization already has a
strong relationship with a successful consulting firm. In such a case, the
consultant or firm may know the situation very well and perhaps can give
the project a jump start.

• Referrals from colleagues. Call colleagues working with other nonprofit
organizations. Ask them which consultants have been helpful in conduct­
ing projects or campaigns similar to yours.

• AFP referrals. The Association of Fundraising Professionals can furnish a list
of member consultants in your region.

5. Screen responses to RFPs. Even when dealing with a small group of qualified
consultants, several may appear nonresponsive to a particular organization’s
needs or circumstances. Therefore the first step is to eliminate the obviously
unqualified or nonresponsive consultants.

If the organization wrote to numerous consulting firms, staff may make this
initial cut. However, to ensure board buy-in on appropriate consulting
engagements, the rejected applications still can be made available to com­
mittee members for their review and possible reconsideration.

After the initial screening, the committee can reach a consensus on two to
five finalists.
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6. Check references.Checking references prior to final selection can help eliminate
a wasted interview. Ask:

• What was the nature of the project the consultant worked on?

• How long was the consultancy?

• Did the project succeed? If not, why not?

• Did the consultant ever have an occasion where he or she had to convey
advice that not all board members agreed with? Howwell was the situation
handled?

• Was the consultant always objective?

• How would you rate the consultant’s flexibility?

• Was the consultant a good listener?

• How well did the consultant relate to the board, staff, and volunteers?

• How well did the consultant develop solutions to the problems you faced?

• Would you hire the consultant again?

7. Conduct the interview.Have the entire committee present for all interviews.Aswith
interviews of key hires described earlier, ask “involvement” questions. Examples:

• When you last did a needs assessment, what organizational issues did you
cover and how did you uncover the information needed for the findings?

• Some of our board members believe that they need not make a financial
contribution to the organization because they donate so much time. How
have you handled this attitude when you have encountered it in the past?

• Have you worked in a fundraising campaign where the volunteers were
simply not making their calls? What steps did you take to ensure that the
campaign reached its goal despite this obstacle?

• When you are conducting a feasibility study, and the interviewee appears
reluctant to answer your question about a giving range that he or she might
consider, how do you respond?

Request that the consultant bring sample materials to the interview, such as
past development audits, feasibility studies, other precampaign studies, and
development plans. Be sensitive to the need for confidentiality, however. The
consultant, due to confidentiality agreements, may only be able to share
limited or anonymous materials; examples include:

• An older study performed for a client in a distant location.

• A strategic long-range plan, comprehensive resource development plan,
feasibility study, or development audit that has been edited so that the
client’s identity will not be revealed.
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• Campaign brochures and promotional materials developed for other clients
as these, of course, are freely available to the public.

• Work for which he or she has received permission from a previous client to
share for the purpose of allowing potential clients to assess the consultant’s
experience.

Structure the interview so that the prospective consultant has an opportu­
nity to ask questions. The questions asked will reveal a lot about the nature of
the consultant’s thought processes. Additionally, these questions will reveal
what homework the consultant did prior to the interview.

8. Make the decision. When decisions are made, most committees tend to focus on
the fourCs: competence, confidence, chemistry, and cost. The consultant must
have the competence, experience, and knowledge needed to accomplish the
work, and he or she must inspire confidence. The chemistry must be right; the
consultantmust be a personwho relateswellwith the board, staff, and volunteers.
And finally, the consultant’s proposal must be cost effective for the organization.

In all probability, the consultant selection committee adopted a set of
selection criteria early in the process. Such criteria might include the following:

• Will the candidate inspire the board and staff to make the changes needed?

• Does the candidate have the knowledge and experience needed?

• Did the candidate receive good references?

• Will the candidate work well with the board, staff, and volunteers?

• Will the candidate “tell it like it is”?

• Does the candidate have a demonstrable record of helping similar organi­
zations dramatically increase their contributed income?

9. Draw up the contract. The consultant’s response to your organization’s RFP
forms the basis of the contract. The final contract should be clear as to start and
stop dates and should define the scope of work to be accomplished. Build in
some flexibility, but ensure that the final contract is as specific as possible as to
deliverables and due dates. It should specify what services the consulting firm
will perform and include a description of the nonprofit organization’s
responsibilities. The contract should include a dispute-resolution clause
and may include a mutual-right-of-termination clause. The contract should
be clear as to compensation. As noted earlier, confidentiality agreements and
non-compete clauses should be included in your contract.

10.Notify consulting firms. As a courtesy to the consulting firms who responded to
the RFP but were not chosen to perform the work, send a gracious letter
acknowledging the proposal and stating the outcome of your search. Good
manners are not reserved only for prospective donors.
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Implementing Recommendations

This is where the rubber meets the road. Toomany reports gather dust on shelves.
Don’t let that happen.

The first step in the implementation process is to refine the plan and gain board
approval. If the consultant’s recommendations are richly detailed, refining the
timeline and agreeing on responsible parties for tasks and subtasks becomes a
simple matter. Board and staff members should be made aware of the study, plan,
or audit’s recommendations. Everyone involved should understand the major
tasks to be accomplished, the time commitments required to complete these tasks,
and other circumstances unique to each consultancy.

Board approval or agreement in principle is imperative. It is not enough simply to
acknowledge receipt of the report.

Now that the work has been planned, the plan must be worked. Remain
focused on the need to build a solid case for support. Improve the information
system. Use a thoughtful nominating and relationship-building process to recruit
board members of affluence and influence. Identify, cultivate, and solicit major-
gift supporters. If a project involves a campaign, assiduously follow the advice
contained in the precampaign study. Stay on track. Monitor deadlines. Refer
back to the report frequently. Make corrections and refinements throughout.

While working, keep the lines of communication open and clear. If a contract
with the consultant includes a continuing relationship, expect the consultant to
remain proactive. Periodically let the consultant know how he or she is doing.
Foster strong relationships and communications among the staff, board members,
volunteers, and the consultant. Listen to everyone. Let common sense prevail.
Stay focused on the primary objectives of the campaign or project. At every stage
of the process, remain sensitive to the wants and needs of current and prospective
donors.
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CHAPTER 16
■

Successful Fundraising in Large
and Small Nonprofits

Insanity: doing the same thing over and over again and expecting different results.

—ALBERT EINSTEIN

Nonprofit organizations can increase their contributed income dramatically
by monitoring and measuring, and using that information to make

improvements across a broad range of critical success factors.
Unfortunately, in the busyness of the day, too many fundraisers overlook the

need for monitoring. This is true in nonprofits of all sizes. But neglecting the
measuring of results and then using these measurements to improve future results
is repeating the same failed or marginal strategies instead of seeking out a better
way to potentially accomplish more.

While extensive testing may seem out of your budgetary reach, the fact that
fundraising involves many measurable objectives and outcomes makes the process
of monitoring for continual improvement a necessary role for every fundraiser.
Many of these are the keys to the organization’s success and growth of its mission-
achieving activities. Earlier chapters indicated that some of the factors measured
are means—ways to achieve the organization’s fundraising goals. These include
the number of mailings, quantity of personal contacts, grants applied for, and a
host of other measurements. Previous chapters also explored how to measure the
ends—the desired outcomes. These ends included the total dollars contributed,
the total number of contributors, and how the contributed income met the
nonprofit organization’s programmatic goals. Above all, we must stress the
importance of focusing on net contributed income. Total dollars raised is
good, but only the amount left after all the costs are paid can achieve your
mission-related goals.

The Complete Guide to Fundraising Management also has explored the importance
of building positive relationships with current donors and prospective supporters.
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It is not possible to create an evaluation tool that accurately reflects how well an
organization relates to its volunteers, board members, donors, and prospects on a
personal level. No form can accurately capture the genuine warmth experienced
when relating to another person. However, the outcome of such encounters can
be measured. People who put the desires of the donors above the needs of the
organization ultimately build stronger, more lasting relationships with supporters.
Volunteers who are treated like valued partners remain loyal.

Periodic evaluation is needed to ensure success over time. Any nonprofit
organization can benefit by conducting the self-assessment contained in this
chapter, though there are times when engaging someone from outside the
organization—a peer from another organization or a consultant—may be
beneficial. Over time, we often see only what we want or expect to see, rather
than what is reality. Avoiding this tunnel vision can lead to truly transformational
changes at the organization.

The following pages contain a brief fundraising assessment (see Exhibit 16.1)
followed by a comprehensive fundraising assessment (see Exhibit 16.2). Part 1 of
Exhibit 16.2 is the scorekeeping portion; it deals with results and “ends.” Part 2
contains an evaluation of a wide range of fundraising strategies and techniques.
Part 3 covers a broad spectrum of organizational issues and metrics that can lead an
organization to dramatically increased contributed income. How wisely these
increased financial resources are used may very well determine at what level an
organization continues to receive the funds needed to carry out its mission.

These evaluation tools are concerned with critical success factors for fund-
raising. Use them to identify where the organization needs to improve. Expect to
find areas where improvement is warranted. If several areas are identified,
prioritize them. Don’t become overwhelmed; instead start to chip away,
recognizing that even the most seasoned fundraising professional must continu­
ally improve and learn to be most effective.

What Every Fundraiser Should Monitor

While using the assessment tools provided in this book on a regular basis is
important, fundraisers need to constantly be monitoring their programs. This is
critical to maintain the health of the fundraising program. Much as a doctor may
check your blood pressure, weight, and cholesterol numbers to help evaluate
your overall health, fundraisers need to watch certain key risk factors for their
fundraising program.

Today, many donor management software programs have innumerable reports
built in; in fact, it can be overwhelming. But that doesn’t reduce the need to look
at numbers regularly—and most importantly, to ask, “What does this mean?
What do I need to do about this number?” Simply knowing a statistic is pointless
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F UNDRA I S I N G A S S E S SM EN T ( B R I E F )EXHIBIT 16.1

Questions

1. Percentage gain in true net contributed
income (most recent fiscal year over
previous fiscal year).

2. Did 100% of your board members make 10 points if yes; 0 points if no
a financial contribution this fiscal year?

3. Did your acquisition mail last year 10 points if yes; 5 points if your
produce enough new donors to both net mail file remained the same
replace donors lost through attrition and size; 0 points if mail file shrank
to allow growth of the donor mail file?

4. Does the organization regularly generate 10 points if yes; 0 points if no
and review fundraising reports that
indicate net contributed income from
each appeal?

5. Does a development officer or the 1 point for each personal visit
executive director participate in during the most recent fiscal
personal major-gift solicitations or year
event sponsorship solicitations?

6. Which of the following fundraising 2 points for each strategy
strategies does your organization employed during most recent
employ: mail, return envelopes with fiscal year
receipts, online donations, grants,
tribute gifts, special events, major gifts?

7. Which of the following planned-gift
strategies does your organization
employ: newsletter articles, personal
contact, seminars, brochure mailings,
computer-generated benefit
illustrations, reminder slips in receipts,
information check box on reply forms?

8. Does the organization promptly thank 5 points for 2-day turnaround or
each contributor? less; 3 points if 7 days or less;

0 points if longer or if each
contributor is not thanked

9. Has the organization adopted a 5 points if yes; 0 points if no
formalized acknowledgment program?

10. Has the organization adopted a
prospect identification, rating, and
cultivation system?

Scoring Points Earned

2 points for each percentage
point gain; 0 points if flat or
declining net contributed
income

2 points for each strategy
employed during most recent
fiscal year

5 points if 75 or more prime
prospects were identified;
5 points if request amounts were
assigned to 50 or more prime
prospects; 5 points if the prime
prospects have been invited to
an event within 6 months

TOTAL POINTS

(Continued )
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90 and above = Excellent Keep up the good work! Focus on strategies to improve in the areas
where you scored a bit less.

80—89 = Very Good You’re doing as well as or better than most. But there’s still room
for improvement. Set goals to address areas where you scored
lowest.

70—79 = Average There is great potential for improvement! Focus on high-payoff
activities and dramatically increase your contributed income.

Below 70 = Poor Please complete the longer assessment and aggressively address
opportunities for improvement.

EXHIBIT 16.2 F UNDRA I S I N G A S S E S SM EN T ( C OMPR EH EN S I V E )

Part 1—Results

SCOREKEEPING MEASURES
Fundraising Results—Arranged by Fundraising Strategy

Advice: Focus on net contributed income and trends. (Many nonprofit evaluation forms focus on
gross contributed income and “snapshots” in time or single-year results. This can cover up activities
that are not generating sufficient net, or prevent you from seeing trends that can prove disastrous if
left unaddressed.)

Mail, Email, and Online Campaigns

The following table will summarize the results of the nonprofit organization’s mail
campaigns for the four most recent fiscal years. Try to fill in the results from the three past
fiscal years and the current year’s projected results. Expense figures represent direct
expenses only; salaries and other overhead are not included.

3 Years
Ago

2 Years
Ago

Last
Year

Current
Year

In-House List: donations, tribute gifts,
and gifts from gift acknowledgment
program:

Income
Expense
Net

Prospect Mail:

Income
Expense
Net

Unsolicited Gifts (“white mail”):

Income
Expense
Net
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Online Giving (eAppeals, website
giving, giving via banner ads, etc.):

Income
Expense
Net

Total Net Income:
Mail and Online Giving

Special Events

The following table will summarize the results of the nonprofit’s special events fundraisers
for the four most recent fiscal years. Expense figures represent direct expenses only;
salaries and other overhead are not included.

3 Years
Ago

2 Years
Ago

Last
Year

Current
Year

Special Event 1

Ticket sales and other revenue
Sponsorships
Total Income
Expense
Net Income

Special Event 2

Ticket sales and other revenue
Sponsorships
Total Income
Expense
Net Income

Special Event 3

Ticket sales and other revenue
Sponsorships
Total Income
Expense
Net Income

Special Events Total Net

EXHIBIT 16.2 ( C ON T I NU E D )

NOTE: We do not recommend conducting numerous special events; one to three highly successful
special events per year may be desirable. Of course, actual events conducted in the last several years
should be listed.

(Continued )
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3 Years
Ago

2 Years
Ago

Last
Year

Current
Year

Major Gifts: Income (not included in
mail or special events)

Major Gifts: Direct Expense

Major Gifts: Total Net

Grants

Major Gifts

The following table can be used to summarize the results of the nonprofit’s major gift
program for the four most recent fiscal years. Expense figures represent direct expenses
only; salaries and other overhead are not included. NOTE: Do not double count major gifts.
List only those major gifts that are not included in the mail campaigns or special events
sponsorship information.

3 Years Ago 2 Years Ago Last Year Current Year

Grants: Income

Grants: Direct Expense

Grants: Total Net

Telephone Campaigns

3 Years 2 Years Last Current
Ago Ago Year Year

Telephone Campaigns: Income

Telephone Campaigns: Direct
Expense

Telephone Campaigns: Total
Net

Other Sources of Income

3 Years Ago 2 Years Ago Last Year Current Year

Other: Income

Other: Direct Expense

Other: Net Income
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( C ON T I NU E D )

Fundraising Results—Arranged by Gift Level
Advice: Focus on modes (most frequent value) rather than averages. The aim is to have a broad range
of contributions and gift opportunities. When completing this portion of the assessment, key things
to ask are:

1. Are contributions increasing at each gift level?

2. Are there gifts at each of the levels listed, including the highest level?

3. Is the distribution curve smooth—many small gifts, slightly fewer at the next range, a bit fewer in
the next range, etc.—without gaps?

3 Years Ago 2 Years Ago Last Year Current Year
Gift Range ($) # Gifts/Total # Gifts/Total # Gifts/Total # Gifts/Total

Value Value Value Value

1–99

100–249

250–499

500–999

1,000–2,499

2,500–4,999

5,000–9,999

10,000–24,999

25,000–49,999

50,000–99,999

100,000 & above

Total

Fundraising Results—Overall Trends
Use this table to summarize the net direct income from all fundraising strategies.

Summary of Results

Net Income Trends

3 Years 2 Years Last Current
Ago Ago Year Year

Mail, email, and online (net)

Special events (net)

(Continued )
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Major gifts (net)

Grants (net)

Telephone campaigns (net)

Unsolicited income (white mail)
(net)

Bequests and other realized planned
gifts (net)

United Way (net)

Other contributed income not
accounted for elsewhere (net)

Subtotal: Direct Net Contributed
Income

Indirect expenses, salaries and
identifiable overhead

True Net Contributed Income

Part 2—Methods and Means

Mail: In-House List (Cultivation)

How many mailings (include all in-house mail appeals) were mailed last year? _______________

How many mailings are scheduled for this year? ____________________

Approximate or historical numbers:

# Mailed Response Rate Average Gift

Current Year

Last Year

Two Years Ago

Three Years Ago

Four Years Ago

Five Years Ago

Six Years Ago

Seven Years Ago

Eight Years Ago

Nine Years Ago

Ten Years Ago
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How many individuals have donated from mail solicitations in the last 12 months? ____________

How many individuals have donated from mail solicitations in the last 24 months? ___________

How many lapsed donors (last gift 25+ months ago) are on the in-house list? _______________

Is an envelope included with thank-you letters/receipts to give donors the opportunity to send
additional contributions?□ Yes□ No

Is the organization working with a mail house, mail vendor, or mail consultant to manage the in­
house list?□ Yes□ No

Mail: Donor Acquisition (Prospecting)

How many prospect mailings were mailed last year? ___________________________

How many prospect mailings are scheduled for this year? _______________________

Approximate or historical numbers:

# Mailed Response Rate Average Gift

Current Year

Last Year

Two Years Ago

Three Years Ago

Four Years Ago

Five Years Ago

Six Years Ago

Seven Years Ago

Eight Years Ago

Nine Years Ago

Ten Years Ago

For acquired donors, what is the:

Cost to
Raise $1

Cost to Acquire
a Donor

Estimated 5-Year Value

Current Year

Last Year

Two Years Ago

Three Years Ago

Four Years Ago

(Continued )



C16 02/06/2017 22:9:48 Page 298

298 the complete guide to fundraising management

EXHIBIT 16.2 ( C ON T I NU E D )

Five Years Ago

Six Years Ago

Seven Years Ago

Eight Years Ago

Nine Years Ago

Ten Years Ago

Special Events

Sponsorships

What is the largest sponsorship level sought on an annual basis? $___________________

When is the last time the top sponsorship level was raised? (Date) ___________________

Have multiple sponsorship levels been created?□ Yes□ No

What is the total dollar value of all sponsorships from all special events? $_______________

Has this amount been growing each year?□ Yes□ No

Other Event Income and Measurable Results

How many people attend special events each year? _______________________

What is the average ticket or participation price? $________________________

How many events are conducted? ______________________

For each event, divide the net income by the estimated number of volunteer and staff hours. This is
the dollars raised per hour.
Event 1 dollars raised per hour $______________
Event 2 dollars raised per hour $______________
Event 3 dollars raised per hour $______________

Major Gifts and Personal Solicitations
Yes No

Has a list of at least 50 to 100 prime prospective major donors been ______ ______
assembled?

Have attractive solicitation materials that can be personalized for each in- ______ ______
person presentation been assembled?

Has training or major gift orientation been provided for your key volunteers? ______ ______

Has the prospect pool been rated (i.e., has a specific request amount for each ______ ______
prospective major gift donor been determined)?

Have presentation materials been personalized to reflect the specific request ______ ______
amount?

How many “eyeball-to-eyeball” solicitations did the organization (volunteer and staff) conduct
during the most recent fiscal year? __________________
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In how many in-person solicitations did a member of the staff (executive director, development
director, other) participate during the most recent fiscal year? ___________

Percentage of all visits (volunteer and/or staff) that resulted in a contribution to the
organization? __________________

Total funds raised from personal solicitations: $____________

Grants

Has anyone from the nonprofit conducted grants research during the most
recent fiscal year?

Yes
_____

No
_____

Has a list of intended applications and deadlines for this fiscal year been
prepared?

_____ _____

Are frequently used attachments organized so they can be printed or
transmitted easily?

_____ _____

Has standard language been written for most frequently asked questions? _____ _____

Have grant staff networked to identify possible joint projects that could be
funded?

_____ _____

In the most recently completed fiscal year:
How many grants were applied for? _________________

What was the total dollar amount requested? $_______________

What percentage of proposals was funded? __________________

What was the total amount funded? _________________

Telephone Campaigns
Yes No

Does the organization regularly conduct telephone campaigns? _____ _____

Do volunteers participate in calling? _____ _____

Do staff participate in calling? _____ _____

Do board members participate in calling? _____ _____

Do you use a professional telemarketing firm? _____ _____

Do you call current donors? _____ _____

Do you call lapsed donors? _____ _____

Do you call prospects? _____ _____

Planned Giving
Yes No

Does the organization promote planned gifts? _____ _____

Are planned gifts promoted in newsletters? _____ _____

Are planned gifts promoted in thank-you letters and/or receipt mailings? _____ _____

Are planned gifts promoted in targeted mailings? _____ _____

(Continued )
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Are planned gifts promoted online? _____ _____

Are planned gifts promoted through seminars and community meetings? _____ _____

Are planned gifts promoted in face-to-face meetings? _____ _____

Are planned gifts promoted to board members? _____ _____

Are planned gifts promoted online? _____ _____

Part 3—Other Financial Development Issues

Board Indicators
Yes No

Has a job description been adopted for board members? _____ _____

Does the job description clearly describe the board members’ fundraising _____ _____
responsibilities?

Does the job description clearly state new board members’ responsibility to _____ _____
donate annually (financial contribution)?

Does the nominating committee consider affluence and influence among the key _____ _____
success factors for board membership?

Do the people responsible for recruiting board members graciously discuss _____ _____
fundraising and giving policies with potential board members during the
recruitment process?

Is a board campaign conducted each year? _____ _____

Is there 100% participation in board giving each year? _____ _____

Has the amount contributed by board members been growing year over year? _____ _____

Are all board members part of the planned-giving society and/or a major gift _____ _____
officer’s portfolio?

Has the number of board members been growing each year? _____ _____

How much is raised from the board campaign? $ ___________

What percentage of board members are actively involved in personal or major gift
solicitations? ____________%

What percentage of board members are actively involved in any fundraising for the
organization? __________%

Receipting and Thank-You Program, Donor Recognition

Yes No
Is a receipt mailed for every donation? _____ _____

Does the auto-response for an online gift sound sincere? _____ _____

Are receipts mailed out in 72 hours or less after receipt of gift? _____ _____

Is every gift receipted within 7 days of receipt? _____ _____

Is the thank-you letter copy changed regularly to be current and “fresh” for _____ _____
donors who give multiple times in a year?
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Is there a formal donor recognition program? _____ _____

Is there a form of permanent recognition for gifs over a certain level? _____ _____

Are tokens of appreciation given to donors above a certain level (plaques, _____ _____
certificates, lapel pins, etc.)?

Is there a giving club that offers benefits to the donors who are part of it? _____ _____

Are there involvement activities for donors above a certain level or in a donor _____ _____
club?

Cultivation
Yes No

Does the organization have a formal or informal cultivation strategy? _____ _____

Has a list of prime prospects for cultivation been developed? _____ _____

Does the organization employ:
Informative gatherings? _____ _____

Personal interviews? _____ _____

Invitations to tour the facility? _____ _____

Luncheons? _____ _____

Informative mailings (annual report, newsletters, etc.) _____ _____

Annual recognition receptions? _____ _____

Listings in annual reports of donors? _____ _____

Does the organization track who and how many people participate in each of the _____ _____
cultivation activities?

Part 4—Record Keeping, Database Management, and Information Management

Record Maintenance
Yes No

Is the name, address, phone number, and all usual and common information of _____ _____
each donor and prospect recorded in a secure and up-to-date database?

Is the database dedicated fundraising software? _____ _____

Is each gift, contribution date, solicitation method/appeal, and _____ _____
use/restriction/purpose of each contribution recorded?

Is the database used to record other information (contact history, event _____ _____
participation, volunteer activities, etc.)?

Do you record a donor’s profession? _____ _____

Do you record a donor’s rating or request amount(s)? _____ _____

(Continued )
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Use of Technology
Yes No

Is the gift acknowledgment process automated? _____ _____

Do you regularly segment your mail file and use unique language by segment? _____ _____

Do online donations automatically feed into your donor system so you have a _____ _____
complete record of a donor’s giving (on- and offline)?

Do you regularly generate reports and review: _____ _____

Fiscal year-to-date giving by activity? _____ _____

Reports listing prime prospects who are not assigned a solicitor? _____ _____

Pledge receivables? _____ _____

Solicitor reports showing all personal contact activity? _____ _____

Analysis of every fundraising appeal (mail and email)? _____ _____

Part 5—Organizational Issues
Yes No

Are the board and staff relatively stable? _____ _____

Has there been any remarkable turnover on the board or among staff? _____ _____

Has the organization adopted a strategic long-range plan? _____ _____

Does the board have an active committee structure? _____ _____

Is the organization’s financial posture strong? _____ _____

Does the organization have a cash reserve equal to 90 days operating expense? _____ _____

Are job descriptions clear? _____ _____

Have the development professionals been given clear responsibility and authority _____ _____
with a focus on net contributed income goals?

Does someone in the organization maintain an “opinion leaders” list (including _____ _____
press, politicians, and others who are influential) and regularly communicate
with these people?

How would you rate public awareness of your organization’s services?

How would you describe the organization’s relationship with major community
funders?
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unless you use it to set goals, make incremental improvements, and hold yourself
accountable for continually improving your fundraising program.

Some key statistics to pay attention to follow. Note that this is not an all-
inclusive list. Rather, it is a place to start. The list is not overwhelming, even for a
one-person fundraising team, and using these measurements as “health indica­
tors” can help you create a healthier, more robust fundraising program in terms of
donor longevity and net income.

Fundraisers need to know (at a minimum):

• Results of all direct response activities (cultivation and acquisition): income,
expense, net, average gift, percent response.

• First-time donors: total, number giving a second gift within six months.

• Sources of new donors and lifetime (or long-term) giving by acquisition
source. The goal is to repeat what brings in the most sustainable donors and
overhaul or eliminate programs that aren’t successfully bringing in new
donors who become continuing supporters.

• Receipts: How quickly are they being sent out? What income is resulting
from any bounce-back coupon and/or reply envelope enclosed?

• Donor name (mailing list) growth; compare both month-over-month and
to the prior year.

• Major donor nurturing: Are they being appropriately cultivated? Are any
segments being inadvertently overlooked?

• Major donor giving to all activities: Remember, donors don’t always use the
mechanism we want them to when making a gift; they often use what is
most convenient for them.

• Lapsed recovery: Howmany former donors are being reactivated?What are
they responding to?

• Attrition rate.

Exhibit 16.3 is an example of a simple spreadsheet any nonprofit organization
can use to use to calculate attrition rate. As with all statistics, simply knowing your
attrition rate is not enough; you must always be asking, “What opportunities are
revealed through these numbers? How can I take advantage of those opportuni­
ties?” For example, a young nonprofit may identify that while their mailing file is
growing, their attrition rate is high; this points to a need for a lapsed recovery
program. An organization with a high attrition rate and an older donor base may
benefit from launching a planned-giving program. Another nonprofit that
identifies a low average gift may strategize ways to increase the average gift
size without reducing response rates. A low annual value per donor may be
pointing to an opportunity to launch a monthly giving program. This report is
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EXHIBIT 16.3 S AMP L E A T T R I T I ON R E P O R T

Donor File Attrition Rate

% Change, Current
2 Years Ago 1 Year Ago Current Year Year from Last Year

Donors who gave January 1–December 31, current year, and who also gave last year
Number on January 1 5,556 5,641 1.53%
Number renewing 3,542 3,603 4,012 11.35%
Percentage renewing 64.85% 71.12% 9.67%
Number of gifts 8,850 8,400 10,000 19.05%
Value of gifts $103,500 $99,500 $117,000 17.59%
Average # of gifts/donor 2.50 2.33 2.49 6.91%
Average gift $11.69 $11.85 $11.70 -1.23%
Annual value/donor $29.22 $27.62 $29.16 5.60%

Donors who gave January 1–December 31, current year, and who didn’t give last year, but had a
first gift prior to last year
Number renewing 752 697 761 9.18%
Number of gifts 1,350 1,225 1,650 34.69%
Value of gifts $13,500 $15,500 $20,500 32.26%
Average # of gifts/donor 1.80 1.76 2.17 23.37%
Average gift $10.00 $12.65 $12.42 -1.81%
Annual value/donor $17.95 $22.24 $26.94 21.14%

Donors who gave their first gift between January 1 and December 31, current year
Number acquired 1,262 1,341 1,689 25.95%
Number of gifts 1,900 2,300 2,000 -13.04%
Value of gifts $20,500 $26,000 $22,800 -12.31%
Average # of gifts/donor 1.51 1.72 1.18 -30.96%
Average gift $10.79 $11.30 $11.40 0.85%
Annual value/donor $16.24 $19.39 $13.50 -30.38%

Total: All Donor Types
Number giving this year 5,556 5,641 6,462 14.55%
Number of gifts 12,100 11,925 13,650 14.47%
Value of gifts $137,500 $141,000 $160,300 13.69%
Average # of gifts/donor 2.18 2.11 2.11 -0.08%
Average gift $11.36 $11.82 $11.74 -0.68%
Annual value/donor $24.75 $25.00 $24.81 -0.76%
Attrition rate 35.15% 28.88%
Donor Retention Rate 64.85% 71.12%

Source:  PJBarden, Inc. May be used by your nonprofit, but not published or sold.

fairly simple to construct and can be invaluable in helping you map out strategies
for growing your fundraising program.

Decision Making

When choosing what needs to be presented to current donors, a fundraiser must
look at the past, the present, and the future. Regarding the past, what have donors
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funded in the past? What stories have garnered the most attention in a newsletter,
on social media, or in a past appeal? What do donors talk about when you meet
with them face-to-face? Past giving—both the amount and the interests—can
indicate what might resonate best today.

But a fundraiser must also look at the present. What are the opportunities that
need funding? Are the ways you have explained a need in the past (for example, in
a “control” letter) still relevant? What projects or portion of projects are on hold
because of a lack of funding? Is there a sense of urgency in those needs? Can you
unpack them in a way that makes the need—and the potential to achieve
something great by helping meet the need—resonate with your donors?

Finally, the fundraiser must look at the future. Donors want to invest their gifts
in something that is sustainable. Creating a program to raise funds, only to cancel
it a short time later because it is either not sustainable or not within your mission
parameters, can lead to embarrassment and donors who grow discouraged and
look elsewhere for a philanthropic cause.

Together, these three viewpoints combine both the heart and the head as
fundraisers look at the numbers but also at the opportunities that can capture the
interest of donors. Added to that, when approaching a potential major donor
one-on-one, the fundraiser must also consider that individual’s particular prefer­
ences or biases. While a fundraiser never makes a decision based on anything but
the highest level of ethics, he or she must weigh the needs of the donor and the
needs of the organization to make smart decisions about fundraising programs and
messages.

Small Shop Fundraising

People working in fundraising for smaller nonprofit organizations or start-ups
may be struggling with some of the recommendations contained in this book.
When budgets are tight and your time is being stretched to do far too many
things, it can seem that fundraising is an unaffordable necessity.

Yes, it costs money to raise money. Trying to raise money without investing in
infrastructure and knowledge will only lead to frustration at best, abject failure at
worst. A more successful approach is to say, in the words of Jerry Huntsinger, a
pioneering fundraiser, “Instead of saying, ‘That stuff won’t work for me,’ they say
‘Let’s make it work for us because we don’t have any other choice!’”

The small shop fundraiser focuses his or her attention on:

• Staying in touch with donors. When you have fewer donors, you can have
deeper relationships with more, if not all, of them. Get to know your
donors as people and spend time nurturing them as friends of the organi­
zation and as supporters.
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• Asking existing donors for referrals.Many of our friends are people with whom
we have much in common. Invite your donors to share names of possible
supporters. This will be most successful if you tell them how you will
approach the people they refer. Will you add them to your mailing list, or
mail to them one time with an invitation to give or request more
information? Will you tell the prospect who it was that referred them
to you? Donors are far more likely to share the names and addresses of their
friends and family if they are assured it will be a positive experience for
everyone.

• Avoiding the tendency to confuse amassing names with building a donor file. Take
advantage of free (or nearly free) methodologies like social media and
offering content for download, but realize that you are going to have to
invest in order to build a true donor file. Judiciously decide where to invest
to have the highest likelihood of acquiring donors, not just names.

• Building strong relationships with donors. Major gifts are critical to doing truly
transformational work. If you have to make choices, err in favor of major
donors. You need to be simultaneously building a base of lower-level
donors who can be cultivated with the possibility that some will upgrade
and be future mid-level or major donors, but never neglecting major donors
in favor of mass marketing that has more limited fundraising potential.

• Accepting that you can’t do everything and you can’t be everywhere. One of the
hardest things you will have to do is say “no” to an opportunity. But always
remember that a fundraiser’s job is not to win awards or to be on the leading
edge of every new methodology. It is to raise money to fulfill your
organization’s mission, now and for the future—and that requires lasting
partners and dependable support.

The Job—and the Joy—of Fundraising

Fundraising in the 21st century is a wonderful blend of traditional methods that
continues to deliver donors and donations, and newer techniques that were either
in their infancy or not even in existence as little as a decade ago. Among many
skills needed to succeed as a fundraiser, an individual has to be nimble and be
constantly asking, “What is the best methodology for this particular group of
donors?” The focus has to be on what is generating response from your target
audience, not on what the fundraiser may find most compelling.

Added to that, the fundraiser must focus on the donor and his or her goals as a
philanthropist. Traditionally, fundraisers have said, “We do this very well. Please
give to enable us to do more.” Today, fundraisers have to show—telling the
stories and delivering the proof that the donor’s investment in the organization
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accomplished something. Donors now want to achieve something great, not
simply help your organization be great. Successful fundraisers can’t keep doing
what they’ve been doing; their focus must constantly be on what donors are
saying through their actions (gifts), their gift designations, and their letters,
telephone calls, emails, social media posts, and any other means they are using
to communicate to and about the organization.

Most important of all, today’s fundraisers need to be passionate, honest, and
ethical. Love what you do, and love what your organization is striving to
accomplish. Yes, there will be missteps along the way, but use those to learn
and improve. Fundraising is both an art and a science, a merging of creative and
statistical. When will you know everything you need to know about fundraising?
We believe the answer is never, because fundraising is a continually changing
skillset that offers great reward to those who fully embrace it with their heads and
their hearts.

Choose a job you love, and you will never have to work a day in your life.

—CONFUCIUS
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accountants, role of, 214
and age of organization, 215
alliances for promoting, 216
analysis and planning, 303
attorneys, role of, 214
bequests, 205–206
and case statements, 216
charitable gift annuities, 206–208
charitable remainder annuity trusts,

210–211
charitable remainder trusts, 208
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208–210

committee, 214–215
and comprehensive campaigns,
40–41

consultants, 282
cost effectiveness, 33–34
current gifts, 204
defined, 203
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215–216

donor recognition,110, 114, 219
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Endowment funds

gift acceptance policy, 214, 220
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importance of, 203–204
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National Committee on Planning
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newsletter appeals for, 205, 217, 220,
224
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114, 224

real estate, 212–213
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wealth replacement trusts, 211–212
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114, 224
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capital campaigns, 39, 223, 234–237
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Plaques, 110–111
Pledge cards, 121, 134, 179, 280



BINDEX 02/06/2017 22:57:14 Page 322

322 index

Policies and procedures, 25, 74, 78, 108,
214, 220, 239, 254, 261, 263

Postal regulations, 161
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5, 6, 24
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2–3
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right way, 3–4
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pace, 3

Privacy, 158, 179
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use of information on, 84–94
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meeting, 87–88
process for, 84–92
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Real estate and planned giving, 212–213
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donor records, 62–63
procedures, 73–78
system, 73–75
software, 61–64, 66, 73

Relationship building and nurturing,
importance of, 97–105, 121. See
also Friend-raising

Reports
attention-directing, 64–66
budget, 34–36
cash-flow projection, 66–67
contact management, 70–71
development officer, 45–46, 302
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follow-up dates, 66, 123
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revenue goal, 69
problem-solving, 66
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solicitor reports, 45–46, 302
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and telephone solicitations, 174
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analysis and planning, 17–21
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capital campaigns. See Capital

campaigns
committee, 20, 233
comprehensive approach, 40–42
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62–63, 73–74. See also Information
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effectiveness, 21–23
efficiency, 23–25
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ethics, 45–48, 305
evaluation, 22, 49, 66. See also

Evaluation and monitoring
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hybrid fundraising modes, 39–40
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73–74
and planned giving, 34, 44–45. See

also Planned giving
special projects, 17, 41–42, 116
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board and staff, 14, 47, 263, 277
for donors, 5, 105, 168, 224
for volunteers, 278

Response cards. SeeResponse device.
Response form. SeeResponse device.
Response device, 147, 150–152, 159

and case statement, 55
and newsletters, 98, 165
and testing, 147, 154, 161
and planned giving, 218, 222, 224

Response rates
annual fund drives, 38
appeal letters, 145–146, 148, 151
and brochures, 154–155
and donor acquisition mailings,
138–141, 153

and factors for success, 273, 303
and freemiums, 155
in-house mail lists, 145
and involvement devices, 154
and lapsed donors, 144
and lift notes, 154
and news articles, 154
newsletters, 165
and petitions, 154
and problem-solving reports, 66
and surveys, 155
and telemarketing, 174, 178
and test mailings, 157
and timing of appeals, 42

Retired Americans, 9,
Retired people as volunteers, 256, 257,

279
Retreats, 14, 264–271, 282, 283
Right person, right prospect, right

amount, right project, right time,
right way, 3–4

Sargeant, Adrian, 164
Scheduling and calendars
and board members, 256, 257, 263,
264–265
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development professionals, 23
and grants, 42, 196
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high-priority activities, 21, 23–24, 42
and mailings, 145, 179
and projections, 35
relationship-building activities, 97,
104–105

Segmentation,
and direct response, 38, 63, 66,
142–143, 145, 159, 273

and planned giving, 222
and prospects, 83–84
and telemarketing, 171

Smith, G. Taylor (Bunky), 105
Social and informative gatherings,

111–114, 238, 240, 263
Social media, 163–164, 305–306,

306–307
Software
and capital campaigns, 241–242
consultants, role of, 282
cultivation process, 105,
dedicated fundraising software,
19, 20, 61. See also Information
system

and gift acknowledgement, 63–64,
105–108

planned-giving software, 216
and prospect research, 83
record keeping, 62
and reports, 64–66, 290
selection, 73–77
supporting fundraising, 62–63, 66
transferring data to new system, 19,
74

Special events
cost effectiveness of fundraising, 34
examples of, 183
planning for, 186–189
profitability, 188–189

selecting, 184–185
sponsorships,184
timeline, sample, 186–187

Special projects, fundraising for, 17,
41–42, 116, 197, 268

Sponsorships, 21, 7682, 112, 116,
184

Staff. See Development staff
Statistics on giving, 8
Strategic management, 10–12
Strategic partnerships, 9–10
Strategy, 5, 33, 36, 39, 41–42, 103, 105.

See also Fundraising strategies
Surveys, 155
Suspects, 45, 83, 86, 94–95
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Target audience, 146, 148, 306
Team building, 23, 264,
Telemarketing.

confirmation letter to volunteer,
sample, 173

cost-effectiveness, 169
ethics, 169–170
forms, 176–177
legal issues, 169–170
and mail campaign coordination, 179
managing, 177–179
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planning for, 170
professional campaigns (paid callers),
180–181

public perception, 168
scripts, 175–176
thank-you letter, sample, 178
timeline, 171
tips for callers, 174
using volunteers, 170–171, 179–180
volunteer recruitment, 172
volunteer scheduling form, 172
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111–112
donor recognition program, 53,

63–64, 109–110
grants, 201
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and legal requirements, 104, 223
major donors, 103–104
newsletters and other publications,

103
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phone-a-thons, 171, 178
plaques, 110, 111
prospects, 104
receipt, 25, 98
software, 63–64, 105–108
software, use of, 63, 108
timing of thank-you letters, 103, 105,

141
Time management, 24. See also

Scheduling and calendars
Tour of facilities, invitations to, 99, 114,

224
Training
board, 14, 255
codes for data entry, 76–77
major gift solicitations, 115, 131–132,

134–135
for phone-a-thons, 171, 282
software use, 73, 75
solicitation, 134–135
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charitable remainder annuity trusts,
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charitable remainder trusts, 208
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wealth replacement trusts, 211–212
Turner, Willis, 168

Universities
alumni as prospects, 80
development staff, 274. See also
Development staff

fundraising, 246–247
grants, 194. See also Grants
online, 247
trustee campaign, 246–247

Vendors as prospects, 82
Volunteers
and analysis of resources, 20
importance of, 8, 9
and major gift solicitations, 115–116,
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as prospects, 4, 80–81
recruitment, 14–15, 44, 98, 261–262,
280

retention, 278, 280
roles, 279–280
selecting solicitors, 88–90
and solicitation of prospects, 84–88.
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telephone solicitations, 170–179,
179–180

training, 131–132, 134–136

Wealth replacement trust, 211–212
Website, fundraising through, 166–168
Weinstein’s Three Questions, 269
Wills, 205–206. See also Bequests.
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