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Introduction

Nobody begins working with a nonprofit saying, “Gee, I've always wanted
to ask people for money!” The involvement usually begins with a need —
a need we become aware of, whether it’'s homeless families, or arts cutbacks,
or public policy issues. We hear or see something, our hearts are touched,
our minds open. Sometimes our checkbooks do, too.

Whether we wind up helping as a volunteer, joining a staff, or serving on a
board, we align with an agency because we believe in what it is doing, first
and foremost. And at some point, assisting the agency means trying to help
the nonprofit get the funding it needs to keep the doors open, keep the serv-
ices coming, and get people help. We realize that somebody has to raise
funds. You may be reading this book now because you are “the somebody”
that your organization is counting on.

But there’s no way around it — fundraising today is a challenge. Agencies have
incredible competition for the donor’s dollars. Volunteers, staff, and board
members come and go, which means that there’s always a new crop of people
to train. As the media — print, broadcast, and Internet — gets faster and more
insistent, we find ourselves competing with all sorts of voices clamoring for
attention. How will we get our agency noticed? Who will we approach? What
do we have to do to ensure our survival in the years to come?

Fundraising For Dummies, 2nd Edition, answers those questions with practi-
cal, tried-and-true offerings, friendly insights, and colorful examples. Whether
you run a one-person office or chair a 20-member board of directors, this
book walks you through the process of getting ready to raise funds, preparing
a far-reaching fundraising plan, gathering your resources, and putting the
plan in place. Additionally, you discover a wealth of fundraising tools and dis-
cover how you can use them most effectively.

About This Book

This is the type of book you can dip into to find just what you need. You don’t
have to read it cover to cover to get value. If you know all about what’s cov-
ered in Chapter 2, skip ahead and get what you need in Chapter 10.
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We do suggest that you read over Chapter 1, which gives you some fundrais-
ing basics, including some basic terminology. But then wander where your
interests and most urgent needs lead you. When more information about a
topic is included elsewhere in the book we include a cross-reference, so you
can easily jump over there to beef up on the areas that interest you most.

Throughout the book we strive to make ideas and lingo easy to understand,
putting things in simple terms with advice straight from the school of fund-
raising hard knocks. The idea is to get you going with effective fundraising
techniques fast.

Conventions Used in This Book

There are a few conventions we’ve used consistently throughout the book
that you should know about.

v New terms appear in ifalics and are closely followed by an easy-to-
understand definition.

v~ All Web addresses appear in monofont.

What Vou're Not to Read

Sidebars are just that — side topics that may be intriguing but aren’t exactly
essential to getting familiar with the topic of fundraising. They may point out
the background of a term or practice, for example. If you want to speed
through and skip sidebars, go ahead, no guilt required.

Foolish Assumptions

We've gone ahead and made some assumptions about our readers in writing
this book. We think that
v You're a current or aspiring fundraiser.

v Whether you have 20 years of experience or are just starting out, you'd
like some fresh ideas and advice.
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» You may be anyone from a full-time staff member to a volunteer charged
with fundraising tasks.

v You don’t have a huge staff or open-ended budget.
v You have a mission that you are raising funds for that is important to you.

»* You don’t have time to waste; you need to get to work right away with
ideas and tools that can help you succeed.

How This Book Is Organized

Fundraising For Dummies, 2nd Edition, is organized into six different parts,
with chapters arranged to walk you (more or less) through the process of
preparing for, creating, implementing, and evaluating a cohesive fundraising
system.

Part I: Putting Your Fundraising
Ducks in a Row

Part I is all about your readiness — as an agency — to set up a fundraising
system. Long before you start taking those checks to the bank, you need to
make sure that your organization is ready to raise funds. What is your mis-
sion? Why do you do what you do? Who is helped by your agency? What
does your board do? This part of the book will help you evaluate these ques-
tions — and more besides — to make sure that you are, in fact, ready to roll
out your own fundraising plan.

Part I1: Finding — and Winning
Over — Donors

Part Il introduces that all-important person: your donor. Who are your donors
and where can you find them? What motivates a donor to give? How can you
lessen your chances of hearing “No!” on your donor calls? How equitable is
the agency-donor relationship? This part introduces you to these aspects of a
fundraising system and helps you play donor and agency roles to prepare for
your — eventual — dialog with the donor.
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Part I11: Assembling Your
Fundraising Toolkit

If you are new to fundraising, you may be thrilled to discover that there are
actual tools that will help you be successful on the job. Yes, everybody needs
a stapler, but that’s not the kind of tool we’re talking about here. You have at
your disposal dozens of ways in which you can get — and keep — attention
for your agency, whether that attention translates into volunteer hours, funds
raised, grants awarded, or successful phone campaigns. This part helps you
take advantage of those resources and put them to work for you.

Part IU: Leveraging the Internet

It’s an online world today, and your organization had better be up to the chal-
lenge. Everybody who’s anybody has a Web site, and so should you. In this part,
you discover the ins and outs of how to maximize your Web site to promote and
brand your group and even collect donations online. You explore the possi-
bilities of e-newsletters and e-mail for gaining visibility and soliciting funds.

Part U: On the (Fundraising)
Campaign Trail

As you become acclimated to the fundraising environment, you quickly dis-
cover that different campaigns are run for different purposes and there are
different types of donors. Your year-in, year-out operations are funded by
your annual fund. A special event might purchase new playground equip-
ment. The new library building goes up on the dollars raised for the capital
campaign. You can go after major gifts from corporations and foundations, or
decide to build an endowment for longer-term financial security. This part
explores the different campaigns and approaches to fund building and pro-
vides advice about when you should use each, what to expect, and how to
sidestep trouble when it comes walking your way.

Part UI: The Part of Tens

In typical For Dummies fashion, this part of the book lists a collection of ten
items, grouped around a particular subject. Some will be tongue in cheek;
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others will be vital. Whichever the case, be sure to read through the ones

that suit you best. You may want to start with “Ten Great Opening Lines.” You

never know when one may come in handy.

Icons Used in This Book

\\J
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If you have ever used a For Dummies book before, you know that each book

has a lot of little pictures stuck on the pages, showing you what’s special and

important about a particular paragraph. The icons used to represent what is
special and important vary from book to book. Here are the icons we’ve
chosen to include in Fundraising For Dummies, 2nd Edition.

Basic “how-to-do-it-better” ideas appear with this icon so you can do things
correctly from the start.

We use a “remember-this” icon for concepts and practical information.

Steer clear of the information listed with this icon, or your fundraising cam-
paign could be a bomb.

Where to Go from Here

Well, you could take the afternoon off and go watch the Cubs play . . . but
more than likely you are now fired up and ready to tackle some of the fund-
raising issues you face. Before you begin, however, review the following
fundraising truths:

v Fundraising starts with passion.

v People want to give.

v You help donors achieve their goals.

v Fundraising is a noble endeavor.
Don’t believe it? By the time you're done reading, you will. In the meantime,

sit back, feel confident that you’re not alone out there, and enjoy your trip
through Fundraising For Dummies, 2nd Edition.
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Part |

Putting Your
Fundraising Ducks
In a Row

The Sth Wave By Rich Tennant
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“Robin, some of the men thought our mission statement,
‘Steal f£rom the rich. Give to the poor.’, didn’t quite
cover it, and would like to include, Forest Conservation,
Wildeyness Survival, the Advancement of Recreational
Avchery, Ambushing Techniques, Bird Watching...”




In this part . . .

Before you can start bringing in the big bucks to fund
your organization, you need to know some of the
basics about effective fundraising. In this part, you get an
up-close look at the foundation of your fundraising efforts.
Where’s your passion? What’s your mission? Who'’s on
your board? How good are you at mobilizing volunteers
for fundraising? Use this part to answer these basic
questions and put your fundraising house in order.




Chapter 1

|dentifying the Fruits of Your
Fundraising Passion

In This Chapter
Finding the spark that brought you to nonprofit work

Delving into nonprofit organizations

Uncovering money sources

Fmdraising folks have an old saying: “People don’t give to causes. People
give to people with causes.” This saying means that, in essence, you're
the important part. Your inspiration, your perspiration, your passion. So that
brings us to the Big Question. . ..

What are you passionate about?

Chances are, passion for some cause led you to fundraising in the first place.
Oh, sure, you find professional fundraisers out in the field who are interested
first and foremost in turning a fast buck. But those people are few and far
between in our experience. People are drawn to organizations because they
see a need — perhaps up close and personal — and they feel compelled to do
what they can to make a difference.

That spark of passion makes you want to help. Your passion is one of the best
tools to use as you fan the embers of possibility into a full fundraising flame.

In this chapter, you take a look at having and staying in touch with that initial
spark — the spark that brought about the birth of your organization, the spark
that keeps it going, and the spark you caught and are helping to flame. We
also show you how to fan the flame to ignite others for your cause, give you
the rundown on some basic fundraising lingo, and attach fundraising at large
to a dollar figure (so you know just how vast the industry is). And for new-
bies just breaking into the nonprofit world, we highlight the various types of
these organizations, give you some advice on maintaining the buzz, and share
a few tips for the road on marketing your new venture.
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Sparking Fundraising Action

As anyone who’s ever had any experience with trying to raise money can
attest, fundraising isn’t a pretty word. In fact, it’s a tough term to confront, a
kind of “oh-no-here-comes-the-pitch” sounding word. Some people say that
fundraising is really “friend-raising,” but that’s like putting a bit of polish on
an otherwise slippery word.

Nonetheless, fundraising is a necessary part of a nonprofit organization —
the part that puts the hinges on the doors so it can open and the part that
keeps the blankets on the beds and the food in the pantry. It pays the salary
for the midwife and provides the day-camp scholarships for inner-city kids.

But fundraising isn’t the main objective of a nonprofit organization, although
you may sometimes feel that it gets the bulk of the focus. Fundraising is the
means to the end, the way of fulfilling your mission, whether that mission is
reaching homeless people in need, healing the sick, or promoting the art or
music you’re passionate about.

Chapter 2 deals with the important issue of ethics in fundraising — how you
think about what you do. In that chapter, you consider the biases, apologies,
and reactions that you battle against — within yourself and from the general
population — when you set out to raise funds.

Remembering why you signed on

You may be involved with fundraising today, or you may be considering a
request for involvement, but the initial spark is what we’re talking about here.
Like the Olympic flame, your spark gets carried from person to person and
warms the very lifeblood of your organization, whether you're a volunteer,
staff member, or board member.

Knowing your spark story is important for several reasons:

v When you share it, it inspires others.
v When you remember it, it inspires you.
v When you recognize its importance, it helps you remember your priorities.

v When you keep it in mind, it provides a common ground where you can
meet — and enlist help from — others you bring into your organization’s
cause.
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You've lost that loving feeling

If you feel that you've lost your initial spark or 2= What brought me here?
haven't really analyzed what brings you to the
cause you’re helping to promote, ask yourself

v What did | think was important about this
cause?

the following questions and then see if that

spark doesn't reignite (and if it doesn't, you »* Why did | decide to help?
probably need to find a different cause to get
involved with):

v What was going on in my life at the time that
this appealed to me?

v When did | first become involved with this
organization?

v How can | help others see what | see?

\\J

Some people work with many different organizations at the same time. If
you’re charged with fundraising for your nonprofit group — whether your
role is a volunteer, paid staff member, or board member — chances are that
you work with a select few, just given the amount of time and effort that solid
fundraising requires. Even if you work with several nonprofit organizations,
take time to remember why you selected them over others. Knowing why you
care about these causes is important to keeping you motivated — even if
you’re overextended, time- and responsibility-wise.

Helping your donor catch the spark

We talk in this chapter about the importance of knowing what brought you to
nonprofit work in the first place. That spark shows in your eyes and your
smile. It carries in your voice and makes your story ring true. It shows in the
manner in which you promote your organization and in the personal pride
you take in your relationship to your work or your cause. This section pre-
sents a few key fundraising philosophies and tools that can help your donor
catch the spark that you hold. For more specifics about working with donors,
visit the chapters in Part II of this book.

The best thing you can do for your donor is believe in the mission you’re rep-
resenting. When you’re gung-ho for your cause, others see it and are encour-
aged to join. They start to imagine themselves working for a solid cause, a
good effort, a positive change.

Today’s philanthropy realizes that you can’t always see or touch the person
who needs the help. Nonprofit organizations arose to help people help others

11
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How many people volunteer?

Do you think that volunteering is only for those ¢~ Forty-four percent of adults volunteer their
few people who don't have any other commit- time.

ments? Think again. The Independent Sector, a
coalition of nonprofits, foundations, and corpo-
rations supporting philanthropy, cites the fol-
lowing statistics in its 2001 study, which »~ 15.5 billion hours were spent volunteering
surveyed more than 4,000 Americans: nationwide.

v Forty-two percent of adults both gave and
volunteered.

v~ Eighty-nine percent of households give
money to charitable organizations.

whether they live down the block or on the other side of the world. These orga-
nized bodies provide the channels for your help to get to Rwandan refugees,
Kosovan orphans, or the homeless families in your neighborhood, which
enables you to do something concrete to help change the world for the better.

As a fundraiser, remember that you're the all-important link that helps a caring
donor give to others. When you view what you do in this way, you recognize
the importance of your role as a service provider. You also see how that
spark can pass from one to another. And suddenly, the conversation is no
longer about simply raising funds.

Making friends with fundraising

Before going any further, we need to clearly define the terms we bat around
in fundraising. We offer the following definitions, with our own commentary
added. You see and hear these terms again and again as you proceed to raise
money for the causes you believe in:

v+~ Philanthropy: Actions and giving that attempt to improve the lot of people.

In the fundraising field, one standard definition of philanthropy is “vol-
untary action for the public good,” meaning any action one takes — with
or without a financial component — that is an act to make life better for
someone else. When you tithe at church, it’s philanthropy. When you
drop coins in the container on the counter at the local convenience
store, you're a philanthropist. When you include your local theater or
your alma mater in your will, you’re practicing philanthropy.



Chapter 1: Identifying the Fruits of Your Fundraising Passion

v Gift: Something you offer to somebody else with no thought of
compensation.

A gift may appear in many facets of life. When Aunt Mildred gives you
her parakeet, it’s a gift. In fundraising, a gift may mean that any number
of things that build on this basic definition.

¢ You may hear about a lead gift, which is the first, usually sizeable,
gift of a capital campaign. Go to Chapter 20 for more about capital
campaigns.

* A major gift is another type of large gift that a donor may give in
order to support a particular program, launch a campaign, further

a cause, or be applied in another specific area. Check out Chapter
21 for more on major gifts.

* A general gift is one a donor gives to an annual fund or contributes
to operating expenses.

Still, a gift is a gift, freely given, with no theoretical arm-twisting and no
product or service given in return.

v+ Fundraising: Collecting money for a cause.

Another definition may be as follows: Fundraising is the intentional and
strategic activity of acquiring contributions for support and growth.
Those contributions can include money, time, services, labor, donations
of hard goods, or in-kind contributions.

+ Volunteer: One who freely gives of his or her time to render a service.

In other words, at a basic level, a volunteer is someone who works for
no monetary payment. As a volunteer, you get other benefits — the abil-
ity to help build something you believe in, acquire new skills, forge new
relationships, and more. Head to Chapter 4 for more on finding and
recruiting volunteers.

v Annual Fund: A yearly fundraising effort.

Most organizations run a yearly fundraising campaign, in addition to any
program specific efforts. This annual fund is often earmarked for ongo-
ing operational expenses. See Chapter 18 for more about annual funds.

v Endowment: A substantial fund that generates ongoing income from its
investment.

An endowment is usually a large sum of money that can be invested, and
the profits from those investments, or even the interest the money gen-

erates, help to support an organization. See Chapter 23 to discover more
about how endowments work.
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Although philanthropy isnt a new concept, U.S.
residents get an additional perk when they give
that residents of other countries don't: The
United States is the first country in the world to
include a fundamental philosophy that encour-
ages charitable giving. When you give, you get

Philanthropy as a right

atax break. That's not some loophole that some-
one figured out how to wriggle through — it's
intentional. Lawmakers highly regarded the
practice of philanthropy. It's part of your her-
itage. It's part of your right — and, some would
say, part of your obligation.

Fundraising today — and in the future

Fundraising is Big Business. In 2004, the American Association of Fundraising
Counsel (www.aafrc.org) released fundraising figures for 2003 in the latest
edition of Giving USA, the annual report on philanthropy in the United States.
Total contributions to nonprofit organizations weighed in at $241 billion, a 2.8
percent increase over amounts in the year 2000. You may think that’s one
heck of a lot of hot meals. Or free condoms. Or community leadership semi-
nars. Or tithes.

When you look at the societal statistics about who fundraisers are, where
fundraising is going, and where you spend both your energies and your dol-
lars, you may be surprised to find that Americans are living in a philanthropic
age. Americans volunteer their time; they give blood; they write checks; they
build houses. In this time of media hype, “negativism,” and preoccupation with
social ills, just seeing the flip side of that negativity in increased involvement,
higher levels of giving, and a greater number of human service organizations —
of all different flavors, springing up to make life better for generations today
and tomorrow — is reaffirming.

We are also at a time when fundraising is changing. For example, giving is
becoming more global, with gifts given across borders at times of national
strife such as disastrous weather or terrorist attacks. Estate planning will
grow as baby boomers retire and determine where to leave their wealth.
These and other trends make this an interesting time in the world of fundrais-
ing. (See Chapter 24 for more predictions about future trends in fundraising).

Building Nonprofit Organizations

The nonprofit organizations (NPOs) you care about were born from passion —
a response to an identified need in the local, national, or international com-
munity. The very frame of philanthropy rests on the idea that “when people
work together, they are stronger” — that when you share your resources,
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What about political fundraising?

You may notice that in this chapter (and even
book) we don’t mention the fundraising your
favorite political candidate does in order to
secure your vote and fund his or her trip to
office. Political fundraising is the unappreciated
stepchild of the fundraising field. Because of
widely publicized political fundraising abuses,
people sometimes blame fundraising for cor-
rupting or, at least, preoccupying the minds and
intentions of candidates.

In fact, if political fundraising would more
openly apply the good practices and ethics

used in charitable fundraising, the standards
would improve, the money would be raised, and
good people of varying income brackets could
get into office. The areas aren't so different,
after all: When you raise funds in the nonprofit
world, you're working for a cause you care
about. When you raise funds for a political can-
didate, you believe in the person or the platform.
The skills you discover in nonprofit fundraising
are directly transferable to the political arena —
and may lead you to contribute to the public
debate and thus to the political system.

whether those resources are your wealth, time, effort, or ideas, others can

benefit. Basically when people provide help, comfort, education, and more to
people in need, society as a whole benefits. But putting together solutions is
hard work — and passion and hard work are essential ingredients to carry
the idea from that initial spark of recognized need to the realization of a pro-
gram that achieves its mission.

Recognizing the many nonprofits
NPOs exist to battle every imaginable ill — from environmental to health to
human service issues. And don’t forget animals, arts, and political groups.
Your organization undoubtedly falls into one of the following categories:

v Arts/cultural organizations

v Educational organizations

v Environmental organizations

v Health organizations

v International aid and relief organizations

v Public policy/social benefit organizations

v~ Religious organizations

v Social service organizations

15
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Three nonprofits built from passion

Looking at examples of how passion has been
atthe core of fundraising efforts can be enlight-
ening and inspiring. Here are a few:

+* MADD (Mothers Against Drunk Driving)
was created when mom Candy Lightner lost
her 13-year-old daughter Cariin an accident
caused by a repeat-offender drunken driver.
Though it benefited from a few large corpo-
rate gifts at its inception, the organization
continues to be largely a grass-roots orga-
nization calling for heightened awareness
and tougher punishments for alcohol- or
drug-impaired drivers. MADD has grown to
more than three million members world-
wide because of Candy's original passion,
her perceived need for an organized effort
to combat drunk driving, and the spark that
spread to others. What's amazing about
MADD is that it illustrates perfectly what
passion applied to a cause can do: Beyond
simply growing in numbers, MADD grew in
voice, becoming instrumental in changing
the values and very perspectives with
which people view drinking and driving in
today’s culture. You can visit the MADD
Web site at www.madd. org.

v+~ Habitat for Humanity grew out of a passion
sparked in the mid-1960s when founders
Millard and Linda Fuller visited Koinonia
Farm, a small, cooperative farming commu-
nity in Georgia. There they began discus-
sions with farmer and scholar Clarence
Jordan about the possibility of partnership

housing, in which those in need of homes
would work together with volunteers to
build solid, affordable homes. Since
Habitat’s founding in 1976, more than
200,000 homes have been builtin more than
100 countries. Check out the Habitat Web
site at www . habitat .org.

Some years ago, John (one of your humble
authors) had the good fortune to meet
Millard Fuller and spend some time with
him. He shared his vision of how people
become unified in a good cause. Whether
the volunteers who range from doctors,
construction workers, healthcare profes-
sionals, or stay-at-home parents pick up the
tools and drive the first nail, they're joined
together in work that helps build a life. His
challenge, said Millard, was to get people
to hammer that first nail.

The spark that would flame into the
Children’s Defense Fund was ignited in
Marian Wright Edelman during her work as
a private civil rights lawyer in Mississippi in
1964. According to her book, The Measure
of Our Success (HarperCollins), she began
a fight for the hungry, homeless, illiterate,
and economically disadvantaged children
as her primary focus. Today the Children’s
Defense Fund has celebrated its 30th
anniversary and is an active advocate for
the child on the local and national level. You
can find the Children’s Defense Fund on the
Web at www.childrensdefense.org.

All in all, more than 1.23 million charitable organizations are in the United

States, (give or take a few hundred), according to the Independent Sector’s
survey, “Giving and Volunteering in the United States.” Luckily, there are also
millions of people wanting to help, most of whom are also willing to give.
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Competing for dollars

So if tons of people are giving, then doesn’t it follow that many people are
also receiving? How many people are doing what fundraisers do — raising
funds for your various NPOs? How many of these organizations exist today,
and how does that compare to a decade ago? In other words, what does your
competition for fundraising dollars look like?

The IRS reports that the number of charities that filed tax returns with the
government rose from 180,931 in 1995 to 240,559 in 2001. That’s a pretty hefty
growth in only six years! By comparison, between 1999 and 2000 the number
of private foundations filing during that period grew 7 percent, for a total of
66,738.

So what form do all these nonprofit organizations take? Typically, your com-
petition will be one of two kinds:

v 501(c)(3) is one section of the IRS code that defines and qualifies non-
profit organizations for special treatment under today’s tax laws. Having
501(c)(3) status allows nonprofits to be tax-exempt and to accept dona-
tions for which donors receive tax deductions. A nonprofit with
501(c)(4) status is a nonprofit in the social welfare arena.

v Independent sector, or third sector, is a phrase used to describe the
group of charitable organizations that include both 501(c)(3)s and

501(c)(4)s.

A mixed bag of contributions

Many nonprofits receive funds from a variety of
contributors. An arts organization, for example,
raises a percentage of its funds by selling tickets
for its exhibits, applies for grant monies from
selected foundations, solicits both charitable con-
tributions and in-kind gifts from corporations, and
develops a planned giving program to help long-
time donors work out bequests that continue to
fund the organization after the death of the donor.
(See Chapter 21 for more on planned giving.)

In some agencies, especially those involved
in health and human services, government

funding is a part of the package. Other NPOs
sell a product and thereby are responsible for
some taxable income in addition to their chari-
table contributions.

Whatever the funding patterns for your organi-
zation may be, get to know your income
sources. Evaluate them, assess them, and know
where your strengths and challenges lie.
Strengthening this part of your program can
help you discover major funding possibilities
that you may be missing now.

17
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Although the increasing number of 501(c)(3)s is a good thing, which spot-
lights the growing awareness of and responsiveness to human need, a down-
side to all this growth exists: increased competition. Missions overlap. Differ-
ent organizations seek to serve the same populations. Donors are pulled in
different directions, recognizing that their dollars may be coveted by a
number of similar organizations addressing similar needs.

The sad fact is that a nonprofit mortality rate does exist. Each year, nonprof-
its fold up their 501(c)(3) umbrellas and disappear. The level of competition
for today’s fundraising dollars means survival of the fittest. In order to sur-
vive, you need to stay on your toes, ready for anything. Sometimes you may
even ask yourself, “Is this service worthwhile? Are there other organizations
repeating our services?”

Keeping your organization going

What does this competition mean to you? For starters, if you want to keep
your agency active and growing:

+ Know your mission statement inside and out. A crystal-clear “why are
we here?” mission statement (also called a case statement) helps keep
everyone focused on the organization’s vision. If your statement’s lan-
guage is outdated, be willing to speak in terms that reach your con-
stituents’ hearts. See Chapter 3 for more on creating this case statement.

v~ Be different. Be sure that you stay plugged into your environment. Be
active in local fundraising groups — know who else serves the popula-
tion you serve. When possible, work with, as opposed to against, other
agencies so that you both can complement and not duplicate each other.
Then you need to differentiate your cause from other similar organiza-
tions: Many opportunities abound for giving, but not so many that dupli-
cating services is okay — at least not for the long term.

+ Know what’s out there.

v~ Be responsive to the people you serve. The ever-changing world pre-
sents you with opportunities for refocusing and retooling at every turn.
If the social ill you battle is no longer viable, step back and reconsider
your clients’ needs.

v~ Ask the tough questions. Does your organization meet today’s needs?
For instance, 50 years ago, an agency created to provide lodging to
unmarried pregnant women was much needed. In today’s climate, pro-
grams exist in many places to help young women, and single pregnancy
no longer carries the same crippling social stigma it once did. An organi-
zation that asks itself the hard questions, such as whether what it’s
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doing is really necessary and then changes based on the answers, won’t
be left in the dust when the world around it continues to grow.

1 Be willing to change. Yep. You read it right. After you answer those
tough questions about your organization, you have to be willing to make
the necessary changes. Especially for large, unwieldy organizations with
a vested power structure and a bureaucratic bent, change is resisted at
the board table. But populations, needs, and services change. Be willing
to change with them. Doing so can help protect your agency’s existence.

1 Put your best foot forward. People generally dislike crisis appeals — if
you're always crying “Wolf!” to bring in funding from various donors,
sooner or later people are going to tire of the continual pleas. Instead, if
you can show your donors that you're part of a winning organization, a
force that works for good in the world, you may not only keep their
interest but also inspire them to join you in your winning campaign. (See
Chapter 7 for ways to show and tell your cause to donors.)

Getting Attention — and Money

So just how do you get started raising funds? You can approach fundraising
in several different ways, all of which we discuss in various chapters of this
book. If you read Parts I and Il and you perform the outlined groundwork to
understand your own mission and goals and research potential donors, then
you’re ready to spread the word and ask for contributions.

To help with those contributions, review Part Ill for a discussion on using
print materials and direct mail, writing grant proposals, working with the
media, and fundraising over the phone. Part IV looks at ways you can lever-
age the online world to run e-mail campaigns, to keep people aware of your
mission with an e-newsletter, or to offer information on your own Web site.
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Chapter 2

Finding the Right Perspective;
Fundraising Issues and Ethics

In This Chapter

Selling or inspiring?

Replacing fundraising myths with realities

Getting an ethics overview

Fe happiest fundraisers love what they do. They believe in their cause,
and an air of invincibility surrounds them. They may not be the biggest
moneymakers on the block right now, but something inside them recognizes
that one day they may be. They have the power of belief, the pride of profes-
sion, that inner conviction that what they do makes a difference.

That’s one place where your spark comes in handy.

This chapter explores the issues that may hang you up when you first begin
fundraising. Not only is the understandable dread of asking someone for
money something to combat (nobody we know is too fond of rejection) but
also a kind of built-in stigma exists — deep, in those unspoken attitudes we
have about money — that comes with the territory. Here you find out how to
face some of those demons head-on and recognize that they are simply mis-
guided impressions you may have about fundraising. When you shine the
light on those demons, they disappear like the illusions they are.
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Sacrificing or Selling: The Fundraising
Debate Continues

Part of the stigma of fundraising is a social issue. We used to shy away from
talking about things like sex, religion, and money. Today we’re still shy about
religion and money. Taboos keep the reins on too much familiarity, keeping
us from asking “prying” questions about another’s finances, barring us from
being so bold as to “peek” into another person’s checkbook while we're
standing in the checkout line at the grocery store. The person who does that
for a living is, so the unspoken perception goes, violating a kind of personal
privacy we each, as individuals, want.

Another part of the stigma is simply bad rep (as in reputation). To illustrate,
we'll tell you a story:

Jimmy is a part-time used car salesman. He knows every trick in the book for
getting you to buy that car. He overlooks the fact that the car has lemon writ-
ten all over it. He somehow blinks away the idea that he’s trying to sell you a
two-seater and you've got a family of five. He nods understandingly when you
tell him that you were barely able to pay your electric bill last month and cer-
tainly don’t need a little yellow sports car that will put you even further into
debt. As you sign the purchase agreement, he smiles a big smile, assuring you
that all your troubles will just blow away as you do 90 mph through the
desert. His gold tooth gleams.

Jimmy isn’t a fundraiser. And he’s not an ethical car salesman, either. Jimmy
is interested in one thing: getting your money. And that’s not what’s at the
front of a fundraiser’s mind. All the textbooks and professional organizations
will tell you: Fundraising is a noble endeavor. People who have been in this
business for the span of their careers affirm it: Good work gets done; doors get
opened; programs help, heal, feed, and house because of the dollars they raise.

In business, we don’t blanche when we read books that exalt the salesperson.
A sale, after all, provides the lifeblood of a business. In sales, you might
argue, you have an exchange of goods or services. In fundraising, you have
an opportunity for people to walk the talk of their beliefs.

Telephone solicitors who call in the middle of dinnertime can hardly be
accused of altruistic behavior. Who knows, though? Maybe they’re giving up
their dinner to call.
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Living with the stigma

If fundraising is such a noble profession, where does the fundraiser’s black
eye come from?

Unfortunately, for some people, the word fundraising means, “I'll try anything
to get your money.” This mentality taints the fundraising process for all fund-
raisers who then have to get past that stigma when approaching possible
donors.

For ethical fundraisers, doing whatever it takes to get money couldn’t be far-
ther from the truth. Instead, you offer potential donors not the sale of a prod-
uct or a palpable “warm fuzzy,” but rather the opportunity to join a group of
people working in an area you care about. You offer a chance to make a differ-
ence, an opportunity to “start where you are, use what you have, and do
what you can,” as the saying goes.

An ethical fundraiser doesn’t sell a lemon of an organization to a donor. So, to
be an ethical fundraiser, you need to remember that
v The match needs to be right between the donor and the organization.

v The donor needs to have the ability to give (if the electric bill was a
problem last month, major philanthropic giving is out of the question
this month).

v The transaction that takes place has to be a good one for both parties
because this is the beginning of a long-term relationship, not a hit-and-
run experience in which the fundraiser stuffs the check in his pocket
and heads on down the road, grinning his gold-toothed smile.

Combining selling with ideals

Parts of fundraising are similar to — and informed by — good salesmanship.
You need to develop certain skills to be a good salesperson:

v Communicating with your customer

v Being a good listener

v Helping a customer find the right fit

v Closing the deal
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In fundraising, these skills translate into

v Communicating your mission and passion to your donor
v Listening to your donor’s concerns and interests

v Helping your donors find the giving level and program that match their
interests

v Getting the donation so it can start doing good right away

Use tools of research that help you prospect for the people who will care
about your cause (you can discover more about these tools in Chapter 6). If
you identify people who have a real interest, then approaching them isn’t sell-
ing them something they don’t want; it’s providing a connection they crave.

If you can see sales as an honorable profession, you can embrace the need for
using sales skills in an honorable way to fundraise with even more conviction.

Do some people work for organizations they don’t believe in? Sure. But if
you're reading this book and want to grow in your professional or volunteer
ability to fundraise, we assume that you're willing to make the investment of
time and effort you need in order to master the art of fundraising. Even if
you’re not crazy about what you do right now, you can benefit by acquiring
the skills you need for the day when you’re working in a cause that really gets
those fires raging.

Understanding the Ethics of Fundraising

If you caught the spark of fundraising as a noble endeavor, start talking about
the standards by which you determine the “right” ways to fundraise. If you're
new to the area of fundraising, perhaps involved for the first time through
volunteer efforts, board membership, or a new development job, you may be
beginning to soak up some of the attitudes present in nonprofit work. You’ll
find that ethics and accountability are important ideas in the nonprofit sector.

What are ethics? And what do they have to do with our views about what we
do? Ethics deal with the study of what’s right and wrong and developing a moral
code you can live by. Everybody in every walk of life at some time or other has
to measure what they do for a living with what they feel is right and wrong.

Finding ethical standards organizations

So who sets the ethical standards for fundraising, and how are they governed?
A number of professional organizations exist to help set the standards we use
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Paid by commission: A hot ethical topic

One issue continually batted about by profes-
sional fundraisers —those working in develop-
ment for an organization and those serving as
consultants — is whether a grant proposal
writer should be paid by commission. Industry
ethics say no. In fact, in the 501(c)(3) language,
it says “no part of the net earnings of which
inures to the benefit of any private shareholder
orindividual.” In at least one interpretation, this
means our income should not be directly tied to
the funds we raise.

The argument for paying grant proposal writers
a percentage comes from those cases when a

small organization needs a good grant writer in
order to secure major funds to keep the doors
open. (Other things should be in place here, but
let's stick with the percentages discussion.) If a
grant proposal writer is paid a percentage after
the grant is made, the organization can defer
payment until it secures the funds and the grant
proposal writer is paid what she’s “worth.”

Although this argument continues and many
consultants — especially for small organiza-
tions — do agree to work for percentages, this
position is considered unethical by professional
fundraising organizations.

to guide ethics in fundraising. You can contact these organizations to find out
about membership and meetings in your area:

1 Association of Fundraising Professionals (AFP): AFP is a professional
association of individuals responsible for generating donor support for a
wide variety of nonprofit charitable organizations. With more than 172
chapters, AFP is the largest (26,000 members) professional organization
in fundraising today.

AFP includes chapters in all major cities, nationwide. Groups meet
monthly to discuss issues with their peers, hear speakers, and find out
more about their craft and their industry. Contact your local AFP office
to find out about the groups closest to you.

Association of Fundraising Professionals
1101 King Street, Suite 700

Alexandria, VA 22314

703-684-0410

www.afpnet.org

v Council for Advancement and Support of Education (CASE): CASE is an
international professional organization for “educational advancement
officers,” that offers resources and training opportunities to its members.

Council for Advancement and Support of Education
1307 New York Avenue NW, Suite 1000

Washington, DC 20005-4701

202-328-2273

www.Ccase.org
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v~ Association for Healthcare Philanthropy (AHP): AHP is an international
association that serves healthcare through philanthropy by developing
the competency, professionalism, and productivity of its members.

Association for Healthcare Philanthropy
313 Park Avenue, Suite 400

Falls Church, VA 22046

703-532-6243

www .ahp.org

1 American Association of Fund-Raising Counsel (AAFRC): AAFRC was
started in 1935 to help ensure ethical principles in not-for-profit consult-
ing agencies. Member firms are carefully screened to ensure their prac-
tices meet AAFRC standards.

American Association of Fund-Raising Counsel
4700 W. Lake Avenue

Glenview, IL 60025

847-375-4709

www.aafrc.org

Familiavizing yourself with
the fundraiser’s credo

As you continue thinking about ethical and responsible approaches to
fundraising, you may want to familiarize yourself with some of the industry
standards:

v The document “A Donor Bill of Rights” was developed by a number of
the professional organizations (including the AAFRC, AHP, CASE, and
AFP). This document gives you an idea of the type of exchange valued in
an ethical relationship between donor and organization. It’s worth taking
the time to read the most current version online (go to the Web site of
the AFP — www.afpnet .org — to read the full document). Notice how
many of the items have to do with clear, honest communication between
parties.

v Another standard established by the National Committee on Planned
Giving (NCPQ) details the practices that should be following by ethical
charitable gift planners. Check out the “Model Standards of Practice
for the Charitable Gift Planner,” available on the NCPG Web site:

WWW .NCpg .ord.
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Debunking Fundraising Myths

This section exposes four myths of fundraising that can hinder fundraisers
from optimal performance in their work. Building on the idea that fundraising
is a noble profession and that professional ethics drive what you do, you can
set about getting rid of some of these attitudes — your own or those of
others — by imagining yourself in the anecdotes in the following list. The
attitudes reflected in these anecdotes aren’t unethical; rather, they are close
calls that depend on your attitude about what you do and how clearly you
understand your priorities. Following each myth, we propose some ethical
guidelines for that type of situation.

The four myths of fundraising covered in the following sections can really get
in your way when trying to solicit those donations, so dispel them now!

Myth #1: It’s all about the money

Some people say fundraisers only care about money, others consider that
fundraisers care about helping others. Which is true?

Making money the whole point

You have a lunch appointment with Mrs. M. You have spoken on the phone
with her twice in preparation for this face-to-face meeting, and both times
Mrs. M. sounded pleasant but cautious. You review your notes from your
donor files as you drive to her house: her personal net worth, her other phil-
anthropic interests, and her personal information. You know that she was
widowed last year and that two months ago her son Ted made a substantial
contribution to the capital campaign of his alma mater. As you pull into the
landscaped drive, you return the donor file to your briefcase — no need for
her to see your resource materials as the two of you drive to the restaurant.

You ring the bell and the housekeeper answers. She asks you into the foyer.
Moments later, Mrs. M. comes down the stairs. She smiles and extends her
hand. You shake her hand and introduce yourself; then compliment her on
the dress she’s wearing. She flashes you a wry gaze. Perhaps the dress com-
ment was too much, you think. Oh come on, her glance tells you. We both
know this is all about money. What will you do to show Mrs. M. otherwise?
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Sharing concerns and a willingness to help

Instead of being all about money — seeing the donor as a dollar amount —
fundraising is really about the relationship you create with another person —
a hand extended, saying “come join our cause.”

Not everyone shares your concerns about recycling, music, or the college of
your choice. Some people care more about political activism, fighting cancer,
finding homes for the marginalized, or getting runaway teens home. When
you find someone who shares your heart and welcomes your cause, you've
got a potential ally. With some good communication from you and the right
conditions for the giver (including a link to your cause, interest in what you're
doing, and the ability and willingness to give), helping is a natural next step.

Find the right connection with Mrs. M., one that benefits her as well as your
cause, and you can easily demonstrate that this relationship is about much
more than money.

If you believe that how you use your time is a sacred endeavor, then how you
spend your money, making that choice, is also a sacred endeavor. It’s noble
to raise money for something you care deeply about. But you still need to sit
back and reflect often on what you do.

Myth #2: Lying to get what you want

It’s sometimes tempting to tell a little lie or exaggerate to try to get to your
goal. In fundraising, insincere tactics don’t get you far in the long run. Is a
short-term leap in honesty worth a long-term donor relationship? See what
you think as you read this anecdote.

A white lie for a good cause is okay

You're sitting with a board member at his house on a personal call with a
major donor. You're beginning a capital campaign and hope to secure a lead
gift. Tom R. has a reputation for being a great local philanthropist — he has
supported everything from the arts to human services to education. Your
organization is one he has supported on lower levels for many years. But this
is the first time you have approached him for a major gift.

The conversation is not going as well as you had hoped. He is firing questions
at you left and right about specific uses of his gift and about guarantees that
it will be used the way he wants it to be. The focus from the board was spe-
cific about where lead gifts would go, but he wants a personal guarantee from
you that he will be able to determine how his money is used. You glance at
the board member; she says nothing. You decide to fudge a little, hoping you
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can figure out what to do later. “Okay,” you say, finally. “If you're willing to
agree to this lead gift today, we’ll let you choose the designation.”

What will you say to the board member when you get back out to the car?
How will you handle the situation when the donor realizes he can’t control
the way his funds are applied?

Slick may sell, but authenticity wins the day

The truth is, fundraising is actually a long-term activity. A firm hold on your
ethics and priorities, and a clear statement from your board about what to
accept and what to resist, helps you fight the temptation to “give in” when a
gift you've been pursuing is right in front of you and is yours for the taking —
if only you bend a little.

Fundraisers create opportunities for people who care to help others through
our organizations. Our ability to communicate that clearly, honestly, and
with enthusiasm is not lying — that’s spark (see Chapter 1 to read more
about spark!).

The right thing to do with Mr. Major Donor in the preceding situation is to be
honest about what you can and can’t do; if you think the board would make
an exception, offer to ask them and get back to the donor tomorrow.

Myth #3: Your donor owes
the world something

Do you go after donations with the attitude that people with money owe you
something? Or do you try to build a mutually beneficial relationship where
you and the donor help each other?

It's about time the rich started giving to the poor

Elias Q. Smith has been the richest man in town since he inherited his family’s
fortune. He has a reputation for being miserly, and other fundraisers you've
known who have approached him have come back with their tails between
their legs. You made it a goal more than a year ago to approach Mr. Smith for
an upcoming campaign — you have worked extensively on building what you
think is a foolproof presentation.

When you arrive at his office, his secretary informs you that Mr. Smith is tied
up in meetings all afternoon and won’t be able to meet with you after all. He
has requested that you reschedule the appointment for another day. You tell
the secretary you’ll wait. She shakes her head and returns to her work. You
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sit there, stewing about Mr. Smith’s miserly ways. It’s about time he gives some-
thing back, you think. It’s not right to sit on all that money and not do some-
thing with it.

What do you say when Mr. Smith opens the door after his current meeting
adjourns? Will the look on your face show your feeling of entitlement? How
much respect have you shown for Mr. Smith and his choices by not resched-
uling your appointment as he requested?

The best donations benefit both the giver and the organization

People give for all kinds of reasons, and nothing is wrong with that. Maybe
the donor wants to be part of your organization because of a good experi-
ence he or she once had with the same type of organization. Maybe your
cause is good for his business. Maybe she wants the recognition a named
giving opportunity presents. Maybe he’s trying to prove something to his
mother. Who are we to question motives?

The most important thing to remember is that the donor/organization rela-
tionship is supposed to be a win-win arrangement (to use modern business-
speak). Both parties gain something. You create the relationship with a donor
who believes in your cause and can help you further it through money, good-
will, word of mouth, and maybe hands-on effort or in-kind donations. The
donor gets the satisfaction of helping a cause he believes in, maybe getting a
fountain named after him (or his mother), having something to tell the folks
at the Rotary club, and enjoying the warm fuzzies from having done some-
thing for his community.

The organization benefits from the donor’s gift or services, and continues
building the relationship by keeping the donor informed about the organiza-
tion, remembering to say thank you, and generally honoring the relationship.

Give Mr. Smith the chance to find out about what your organization does and
respect his right to make his own choice about whether there’s a match of
interests. If there’s not, thank him for his time to protect any future relation-
ship if he has a change of heart and move on.

Some donors are shy

Some people have problems with the idea that banquets and recognitions and fountains and
if they give to your organization, their name programs named in their honor. These people
may be added to the engraved nameplate in make great anonymous donors.

the foyer. Some people aren’t comfortable with
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Myth #4: Wining and dining
donors is all you do

Some folks consider that fundraisers spend their donor dollars on lengthy
lunches with major givers. The fact is that most fundraisers have to be very
accountable for the money that they spend and how they spend it. Which
side of the debate do you come down on?

Fundraisers schmooze for a living

You have a lunch scheduled every day this week. A new contact on Monday,
a fellow fundraiser on Tuesday, a board member on Wednesday, a planned
gift prospect on Thursday, and your top giver for 2005 at Le Chateau (your
favorite!) on Friday. It’s going to be a great week. On your way to lunch, you
try not to think about the look on your executive director’s face when you
told her your lunch schedule.

“I'm concerned about the amount of money we’re spending to make money,”
she said. “I'd like to talk about this later this week.”

You shrug off the concern and have a pleasant lunch with the new donor. She
is actively involved in children’s issues and made a trip to Namibia last year
to visit an orphanage. The waiter brings the check and you pick it up quickly.
Your prospective donor glances at the credit card you pull from your wallet.
“Is the organization paying for this?” she asks. “Oh, of course,” you respond.
Her next question blindsides you. “Is that where my donation will go?”

Fundraisers are accountable for what they spend

Behind the “get-the-check-and-I'm-outta-here!” mindset is the slick manipula-
tor who has his eye on the cash rather than on the value it brings the organi-
zation. This type of fundraiser, you may think, is likely to use the funds for
the fancy lunches, the trips to St. John, and the pay raises he gives himself.
But in truth, nonprofits are called to a high level of accountability. The slick
manipulator probably wouldn’t get away with it. And the verification on non-
profits’ accountability is increasing all the time.

Before a foundation makes a grant in your direction, it wants to see what you
do with the money you have, what you've done in the past, and what you're
planning to do in the future. Likewise, before a donor even gets close to
giving a major gift, she’s going to have her financial advisors and lawyers
check you out — look closely at your financial statements, your tax filings,
and the giving levels of your board.
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The donor in this situation has a legitimate concern. You have two issues to
deal with here: one, see if there are ways in which you should cut down your
spending on lunch checks and so on; and two, explain the structure of your
fundraising budget and planning to show that, though a certain percentage of
operating funds go towards fundraising costs, the lion’s share of donations
support the actual programs.

As of June 1999, IRS rules require U.S. tax-exempt organizations to make avail-
able to the public copies of their exemption applications and their three most
recently filed annual information returns.



Chapter 3

Making Your Case Statement:
Your Agency’s Reason to Be

In This Chapter

Understanding your case statement

Putting together the core of your case statement

Getting your case statement perfected

Fis chapter isn’t about writing grant proposals — you may read that in
Chapter 11. Nor is this chapter about making life interesting for board
members. Instead, this chapter is about something even more important —
the fabric from which all your other documents, including grant proposals,
are cut: the case statement.

You may not be — nor do you have any intention of becoming — an attorney,
but there’s something to be said for being able to make your case. When you
can describe the mission of your organization, your goals, your objectives,
your programs, your staff, and your plans, all in one cohesive, well-thought-out
document, your donors will be impressed. The people working with you will be
impressed. Even others in the fundraising community will be impressed. And
all the while, they’ll be thinking, “There’s an organization that has its act
together!”

Stating Your Case

Before you can write your case statement (see “Ten Steps to Writing the
Case,” later in this chapter), you need to understand what your case is and
how you use the case statement. This section lays the groundwork so you're
prepared to state your case effectively.
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Understanding what the case statement is
and how you use it

The case statement, done well, provides the basis for all your other pub-
lished materials as well. The message you generate in the case speaks for
itself through presentations, brochures, newsletters, annual reports, and
more. The tone, flavor, style, and focus of this information, carried from one
piece to the next, help build the identity for your organization. The fact that
you aren’t saying one thing in one way in this brochure and saying it another
way in that brochure won’t be lost on your potential donors. Consistency car-
ries a message.

Another use of the case — especially a good-looking case statement — is the
effect it leaves behind. You can’t be everywhere at once, and you can’t always
be the one to represent your organization. But when you want to put the best
face possible on your contact with your clients, you can visit them and then
leave your printed materials behind. A well-written and nicely produced case
statement gives the potential donor the facts of your organization — in more
detail than you can or would offer in a face-to-face meeting.

The case statement left behind serves as a reference to the donor: “What did
he say that their budget was for summer camp last year?” The case also pro-
vides a list of ways the donor can help your organization. The donor can —
and hopefully will — look through the materials to find out more about you,
your mission, your programs, your history, and your plans for the future.

A case statement is
v A clear statement of the need your agency addresses, how you address

it, what makes you unique, and how others can help

v A document you can use in drafting all your other publications and
presentations

v An item that requires your board and staff to communicate with each
other about the central vision of the organization

A case statement is not

v Everything there is to know about a specific program
v Something the board uses to show off its talents
v Along-winded grant proposal

v A work of fiction
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Getting started with your case statement

Unfamiliar with case statements? Don’t worry — here are some questions
people often ask as they begin to draft a case statement for the first time.
These inquiries give you a quick idea of what goes into a case statement:

v How long should the case statement be? This is an easy one: As long as
it needs to be. Now, before you start groaning, check out the steps in
“Ten Steps to Writing the Case” later in this chapter for a listing of the
items you need to include in your case statement. The actual length of
the sections themselves are determined by how much you have to say in
each one.

1 How often should you write a case statement? Theoretically, you write
a case statement one time from scratch — but you update it as needed.
Because you have sections for programs, budget, and more, some parts
of your case may need revising every year. Other parts, such as the
staffing section or the history section, need revision less often, only as
changes warrant them.

1+ Who should write the case statement? Ideally, a person who has a clear
sense of the vision of your organization — someone with spark —
should write the case statement. But this type of writing can be difficult,
and the drier the text, the less likely donors and evaluators will make it
all the way through to the end. If you have someone on your board or
your staff who is a talented, lively writer, solicit that person’s services;
otherwise, draft the person most likely to get the job done and then
have a committee of reviewers go through the draft and offer opinions,
make suggestions, and add information as needed.

v Should you include pictures and charts in a case statement? Your
board or leadership group should decide the way in which you publish
your case, but, in general, it never hurts to look good. Don’t overwhelm
your readers by providing too many charts, using too many or conflict-
ing type styles, or shouting at them with headlines that are too big.
Simple and understated are best. But a few photos — especially of a pro-
gram in progress, your new facility, or your cheerful staff — can help hold
the reader’s interest and build a bit more recognition for your agency.

1 Would your case statement make a good video? More and more, as the
cost of video production drops and computer capabilities increase, busi-
nesses and nonprofit organizations alike are beginning to put their mes-
sages on video. You can show the spark you want to communicate to
your viewers, linking images — emotional, hopeful, or heart-wrenching
images — with your cause in your donor’s mind. This can be helpful for
corporate and foundation grant applications, as well as introducing your
organization to potential donors in another state or country, or on

35
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another continent. Consider having your video play whenever some-
body hits your Web site (but provide a button to ‘Skip the Introduction’
for those who have seen it too many times).

+* Should you make your case statement available on the Web?
Absolutely! The more information about your organization the better —
for both your donors and your organization. One suggestion, however:
Hold back any sensitive financial data from the general public eye.
Provide a link so that any visitors who want to see your financial data
can send you an e-mail request.

A new IRS ruling requires nonprofit corporations to make available their
exemption applications and three annual information reports. If you make
this available from the Web (in downloadable PDF format, perhaps), you can
save yourself the hours and expense of printing and mailing the documents
each time they’re requested.

Ten Steps to Writing the Case

s

Okay, are you ready to get your writing tools out and start writing that case
statement? No? You need to prepare to do a little stream-of-consciousness
writing.

First, get a legal pad and a sharp pencil, or sit down at your computer and
start your favorite word processing program.

This section assumes that you're the person responsible for writing the case
statement — the first draft, anyway — and that the document will then be
reviewed by your board, your focus group (we talk about them later in this
chapter), and staff members you’ve selected to help with the review process.
Of course, if your organization does everything by committee and you’ll be
drafting the document as a team, take each of these steps, multiply them by
the number of people on the team, and pad whatever schedule you set for
your tasks (which will vary depending on your goal and the size of your orga-
nization) to provide extra time for each additional cook who will stir the pot.

When doing the first draft, write quickly. You can go back and correct or edit
later. Just get something down on paper. That’s the first step.

In the following steps, we walk you through the process of writing a case
statement, using the organization StreetReach, a young nonprofit that serves
homeless teenagers, as an example.
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Step 1: The mission — why are you here?

The first step is to draft your mission statement. The best mission statements
all have a few things in common:

v They're clear, concise, and easy to understand.
v They capture and hold the reader’s interest.

v They include a call to action that gives the reader a reason to respond now.

Your mission statement should draw readers in and hold their attention. Start
out strong. Be compelling. Describe the issue you're addressing; then tell your
solution; then specifically describe your organization and show how it uniquely
addresses the problem you opened with. The process looks like this:

v Big picture (problem)
v Zooming in (solution)

v Close up (the specific ways in which your organization addresses the
problem)

Getting a clear view of your mission

Perhaps even more important than what the outside world will think of you is
what your organization understands about itself. Drafting a careful case state-
ment helps bring a wide range of thoughts into a focused purpose, which
enables everyone connected with your organization — donors included —

to get a better picture of what you do and what you need.

For example, you know that it’s your organization’s mission “to identify and
reach out to disenfranchised teenagers in the Baltimore community, offering
fun, educational, and safe activities that help them build better relationships
with peers and parents.” But when asked about the mission of your organiza-
tion, here are some examples of how a few different board members respond:

“We’re here to serve the needs of youth.”
“We help teens in trouble.”
“We get kids off the street.”

Although none of the board members is dead wrong in the summary of your
mission, none of them hit the nail on the head, either. When people have dif-
ferent ideas of what the organization does, they may be pulled in different
directions, which can mean wasted effort, money, time, or something worse.
When you define, and stick to, a clear, specific mission for your organization,
you assure that everyone’s efforts are spent in pulling the organization down
the same path.
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Board members of StreetReach all have different ideas of what the agency is
all about. The agency hires Jane as its first full-time development director. (A
development director is in charge of fundraising for an organization.) One of
Jane’s responsibilities is to draft a case statement. Consider how Jane handled
each of the elements described in the preceding section in the StreetReach
mission statement:

v~ Big picture: Homeless teens. Living under bridges, in abandoned tene-
ments, in boxes and doorways in every major city nationwide. Homeless
teens often run away as young as 12, learn the prostitution trade weeks
later, and eat only every other day, surviving on the scraps left by those
who have homes, and families, and futures.

v Zooming in: You may want to think that a city as progressive as Baltimore
doesn’t have teenagers living on the streets. You may want to think that,
but you’d be closing your eyes to a real problem in our city today. Last
year more than 350 teenagers lived under bridges, in abandoned build-
ings, and in the doorways of our community. They lived on the streets
along with the shadows of drug addiction, horrendous poverty, illness,
depression, and the haunting nightmares of sexual abuse and exploitation.

+ Close up: StreetReach is a 501(c)(3) organization that was started with
the simple mission of getting help for these kids — whether that means
connecting them with their families, giving them bus fare home, finding
sufficient counseling services, providing occupational training, or moving
them into transitional housing. StreetReach reaches out and offers a hand
and a heart to hurting teens, giving them a home, a chance, and the skills
they need to create a life free from the horrors of homelessness.

The resulting mission statement should look something like this:

Homeless teens. Not a problem here? Better look again. Come join us and
help us get these Rids back home fto their beds, their rooms, and their fami-
lies. And for those kids who don’t have a home to go back to, you can pro-
vide a means for them to complete their educations and pick up the tools
they need to enter the workforce, which gives them a real chance to succeed
in an adult world.

If you already have a published mission statement for your organization, use
it. You may want to tweak it a bit to fit the case statement format, if you like,
but remember that ultimately the board will have to support it, too.

Rewriting and refreshing

What is your mission? Can you summarize it in seven words or less? Could
you print it on a T-shirt? A bumper sticker? Your agency letterhead? The mis-
sion statement of the Children’s Defense Fund has several different phrases,
but the one we remember most is “Leave No Child Behind,” which the Fund
has made a registered trademark.
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Thousands of nonprofit organizations are out there today — what’s special
about what you do? If you can’t answer that question for yourself and your
agency, you're going to have a hard time convincing someone else to join
forces with you and fight for your cause. As the competition for fundraising
dollars becomes fiercer (which it has), the need to determine “What’s special
about us?” grows ever greater.

Is it time to rethink your mission? If your analyses of other nonprofits in your
area show that you’re overlapping services with other agencies, it may be
time for a retooling. That requires a lot of thought, vision, planning, and
debate, but positioning your agency to ride the waves of change and meet the
real needs of your clients ensures the life of your organization and the contin-
ued fulfillment of your mission in the future.

Step 2: The goals: What do
you want to accomplish?

After you've established the “why” of your organization — the mission — you
need to think about the “what.” What are you trying to accomplish? Your non-
profit organization’s response to the need you focused on in the mission
statement makes up the goals you want to achieve. Here are a few examples:

v~ For an animal shelter, one goal might be to increase public awareness of
the importance of spaying and neutering pets, so fewer stray animals
live on the street.

v For a medical research think tank, a goal might be to create a forum for
top-level scientists to discuss the latest advances in cancer research.

v For an arts organization, a goal might be to preserve and promote clas-
sic and contemporary art through interactive exhibits in public schools.

The goals for the StreetReach organization for which the mission statement
was composed (see Step 1, in the preceding section) are these:

v To get teens off the street
v To help teens get home whenever possible

v To enable teens who can’t return home to become self-sufficient

Remember to think “organizational” goals here. You may want to open the
new family center by fall of 2010, but if that’s still in debate, you can’t include
it. Better uses of goals are the bigger challenges you seek to address through
your agency, such as helping to preserve the natural waterways in your area,
improving the reading skills of recovering addicts, or taking arts education
into private schools by the year 2010.
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Similar but not the same

When you first begin working with the mission
statement, goals, and the objectives, the differ-
ent areas may seem to mush together in your
mind. Don't panic — that's normal. There is an
important, albeit subtle, difference in each of
these very important areas:

v The mission statement explains the need
that your organization addresses.

v The goals are general ways in which your
organization seeks to respond to that need.

v The objectives list the specific, measurable
ways your organization will meet its goals.

And although not a defined section in your case
statement, your organization’s accountability
needs to come through loud and clear through-
out the entire document. Your donors and other
major stakeholders will get a sense of your
accountability, especially in the sections about
the leadership of your organization, evidence of
financial responsibility, and long-range planning.

Although your organization will have only one
mission statement and a few goals, you may
have several objectives for each of your goals.

Step 3: The objectives: How
will you reach your goals?

While your goal may be to get homeless teens off the street, your objective
might be to work with local agencies to find housing for 25 teens a year.
Objectives give you a way to tell the people who read your case statement

how you will accomplish the goals you defined in the last section.

Make your objectives specific, measurable, and attainable.

Here are a few examples of objectives:

v For a community college with a goal to increase enrollment, one objec-
tive might be to enroll 100 new students for the fall semester of 2007.

v For a farming cooperative with a goal to provide low-cost organically
grown produce to the community, one objective could be to organize an

annual fundraising dinner.

v For an Internet research organization that seeks to provide a forum for
debate on Internet thought, one objective might be to host a symposium
on free speech on the Internet in the fall of 2007.

v For a child-advocacy organization with a goal to improve the educational
environment for young children, an objective might be to ensure that
each preschooler has a healthy breakfast.
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The objectives Jane comes up with for StreetReach (the example organization
from Steps 1 and 2, in the preceding sections) show specifically how the orga-
nization plans to work toward each of its goals.

Goal 1 is to get teens off the street, so the objectives are as follows:
1~ Research and report on the extent of the homelessness problem among

teens by June 1, 2007.

v Develop a trained volunteer group of 30 adults to begin outreach serv-
ices by September 1, 2007.

v Provide, as of September 1, 2007, transitional housing, food, and clothing
to ten teens coming in off the street.
Goal 2 is to help teens get home whenever possible, so the objectives are
v~ Establish links with national agencies for runaway and homeless teens
by June 30, 2007.
v Establish a fund to provide transportation home for teens by June 30, 2007.

v~ Identify and contact programs in family mediation in Baltimore and sur-
rounding areas by July 30, 2007.

v Publish materials for teens and parents on healing relationships by
July 30, 2007.

v Hire two counselors to provide counseling services for teens by
September 1, 2007.

Goal 3 is to enable teens who can’t return home to become self-sufficient, so
the objectives are

v Offer six-month residency program for teens who can’t return home
beginning October 1, 2006.

v Provide occupational evaluations for teens by October 1, 2006.

v Tutor teens (through use of volunteer time and talent) in areas of need
by October 1, 2006.

v~ Establish links with occupational counselors to place teens in part-time
employment while they complete the residency program by September
1, 2006.
\\J
Here are some questions you should be able to answer “yes” to as you write
your objectives:

1 Are your objectives brief?

v Are your objectives measurable?
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v Did you set a date by which the objectives will be achieved?

v Do the objectives answer the question “How will we meet this spe-
cific goal?”

v Have you included specific program information?

If your organization is using an existing case statement, find out when the
objectives were last updated. Because objectives are measurable and tied
to programmatic responses to your organization’s goals, they will — and
should — be revised every year.

Step 4: Programs: What,
exactly, do you provide?

Ah! After completing Step 3, you’ve made it through the rough part —it’s all
downhill from here. In the remaining sections of your case statement, you get
to pull from existing facts instead of focusing on the philosophical whys and
wherefores behind your mission.

In the Programs section, you get to pull out the stops a bit and toot the horn
of your organization. What are your most effective programs? What are you
most proud of? This section enables you to talk about what your organization
does and how it helps the people it serves.

In Jane’s case, she writes about the TLC Program that StreetReach currently
offers, taking medical supplies and basic food and clothing items to kids
living on the street. The major parts of her program, which include links to
area agencies, reuniting teens with families, and residential training for kids
who can’t return home, are all programs StreetReach plans to launch this
year to further their mission.

Be sure to include a paragraph about each of the programs your organization
offers. Then, when you need to use selected paragraphs in a grant proposal
(grant proposals are discussed in Chapter 11), for example, you can simply
remove the paragraphs that don’t apply and leave those that do. See? A mini-
mum effort and economy of work. The case statement helps you write it once —
powerfully, and say it infinitum.

Step 5: Governance: What is
the anatomy of your board?

Not all prospective donors are board-savvy, but you can be sure that any
donor considering giving you a large gift, or any foundation reviewing your
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grant proposal, will want to know how your organization is governed. Who
comprises your board? What different areas and interests do they represent?

Be sure to include the following things in your Governance section:

v The legal status of your organization. Do you have 501(c)(3) status?

v An overall picture of your board, including number of members, how
members are selected, terms of service, and committee structure

v Specific information about key people on your board

v Information about the administrator, or executive director, of your
organization

What is a board supposed to do? You may be surprised to see how different
one board is from the next — a variety of personalities and methodologies
comprise the bigger picture of the nonprofit board. Painting with broad
strokes, however, the board makes sure that the organization keeps on track
with its philosophical, legal, and financial goals, but for the most part leaves
the day-in, day-out running of programs and services to staff members. We
talk more about boards in Chapter 4.

Step 6: Staff: Who are the people
behind your services?

The next important step is to include information on who actually provides the
services to the people you serve. In this section of the case statement, include
both general information about how your staffing system is set up and specific
information on the duties of key roles. You may want to include summarized
job descriptions to give readers an idea of which tasks go with which roles.

In addition to the general talk about the hats your staff members wear, you
need to talk about the staff members themselves. It’s a good idea here to
stick to the key staff members in your organization — people in roles unlikely
to change often, such as the executive director, the director of development,
and so on. Also introduce key volunteers and people who have been ready,
willing, and able to take on leadership for your organization’s cause.

Staff will be an important section in all grant proposals you submit. Along
with those proposals, you will want to attach the resumes of key people in
your programs. As you create your case statement, you may want to request
copies of those resumes so you have them on hand later.

If you are a startup NPO, you may not have staff yet. That’s okay. In your
staffing section, mention that you're a startup organization, describe any cur-
rent staffing conditions, and mention where you envision your staffing to be a
year from now.

43
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Step 7: Location: Where
do you live and work?

The Location section describes where you provide the services you offer. You
may have a traditional office in a traditional part of town, or you may be an
Internet-based 501(c)(3) that does its work in the home offices and comput-
ers of various board and staff members. You may work out of a museum or
out of a delivery van. Whatever your location, describe it. Explain how the
location is right for the services you provide. Show how it helps you meet
your goals. And include any plans for improvement and/or enhancement you
have for the facility (and be sure to illustrate how that will speed you on your
way to meeting your service goals).

In the Location section, include

v Your address and information about your neighborhood as it relates to
your mission

v Specific information about the location’s unique applicability to your
function (for example, StreetReach is currently operating in offices at a
Community Development Center, which give them access to office sup-
port services and a connection with a local job training professional on
staff there)

v The number of people who can be served at your location

v Plans for improvement and/or expansion

Step 8: Finances: Is your organization
financially responsible?

Are you a numbers person? If not, don’t hesitate to ask someone who is to
help you with this section. The way in which you communicate the finances
of your organization has much to do with the credibility your potential donor
perceives.

Summarizing your financial picture

Although the Finance section includes your current financial statements, one
of the most important things a donor looks for is an explanation — a sum-
mary — of your financial picture.
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Your summary should include

v The way in which your organization now receives income
v The expenses you have
v Your current financial picture
v Your projected financial picture
\P . . . Lo .
) The most important thing to remember about your Finance section is to write

it in understandable terms. Not everybody is an accountant, but everybody
knows that 1+1=2.

Where do you get your funds? You may sell tickets, get project grants, have
special events, sell memberships, and charge for services. Where do your
funds go? Your expenses may include your staff salaries, your location costs,
costs of current programs, expenses for special projects, and more.

Getting tips for writing the Finance section

Talking about money is a tough thing to do, and writing about it can be worse.
If you remember that you are still simply telling the story — explaining the
need, but this time with numbers — you can get beyond financial phobias and
get the important information down on paper. In general, remember to

v~ Fight the desire to detail to death. Especially when talking about
money, people tend to show specifics to the nth degree. It’'s more impor-
tant in this financial narrative to give the reader a big picture of your
finances. The financial statements you provide can fill in the detail for
those who want them.

+» Remember, it’s all about people, not numbers. Numbers and people
aren’t mutually exclusive — talk about your numbers in the context of
the people they help. For example, use a statement like, “We were able
to feed 250 preschool children breakfast on 180 school days at an aver-
age cost of 56 cents per child.”

v Show and tell. Charts are helpful in giving readers a quick impression of
your overall financial picture. Create charts that are easy to understand,
and be sure to title and label them in such a way that readers can get the
message quickly.

v~ Evaluate and revise. Your board will be reviewing your entire case state-
ment, of course, but you may want to have your financial advisor review
the finances section before the initial review. Having a professional take
a peek at the numeric data can help you catch any errors or inconsisten-
cies early.
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Step 9: Development: What
will you do in the future?

What are you doing to ensure your organization’s future? Do you have a
development plan in place? What does the five-year plan for your agency look
like? How does your organization evaluate itself? How do you know when
you’ve met your goals?

Anyone thinking of contributing to your cause wants to know that you will be
around tomorrow. If they donate $1,000 to your symphony today, they want
to know that they will be able to come hear Mozart in the summer series. The
development plan you describe in this section shows your prospective donor
the following things:

v That your organization has a vision for the future

v That you have a specific plan for carrying out that vision

v That you have checks and balances in place to ensure accountability

v That you have credible people monitoring programs, finances, and growth

v That you have a means of evaluating your own progress and revising
goals as needed

This section requires big-time board input. If you're the lone development
person or a volunteer putting together a case statement for the first time, you
may not know how these things work in your particular agency. Not all orga-
nizations have a system of self-evaluation, although everyone seems to agree
it’s a much-needed facet of nonprofit management. If you’re in the dark about
these things, request a meeting with your executive director and/or board
chairperson. Asking and answering questions about the way your programs
get evaluated may just start a domino effect that causes your board to think
about these things seriously for the first time.

Step 10: History: What successes
are you building on?

Many charitable organizations — especially those that have been around for a
long time — want to tell you their history. They’ll keep you rooted in your seat
for hours, describing great people, events, and influences that came about
because of their existence in your community. They’ll be glad to show you
photos of past volunteers and produce a timeline of significant achievements.

There’s only one thing wrong with this approach — it puts your donors to
sleep.
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Today’s donors want to know the highlights that show you have momentum
and accomplishments to build on, but their focus is all about today’s issues.
History is all well and good and is important as a means for gauging how your
organization has lived up to its promises in the past, but people giving money
today want to know where the money will go today. They want to join with you
in solving a need today. And they’re also interested in doing something today
that will help make things better for tomorrow. For this reason, the History sec-
tion comes at the end of the case statement, not that it’s unimportant.

There’s power in history — a reconnecting energy that summons the best of
the past with the hope for tomorrow. Your past successes are essential in
convincing donors that their money will actually accomplish something. The
people involved with your organization catch the spark first ignited by your
agency’s founders when they relive the history of the need, the mission, and
the people. But the viability of your current request doesn’t lie in its past.
You're raising money today because there’s a need for what you do — today.
Speak to that need. Put real faces on the need, describing people whose lives
improve because of your mission.

Polishing VYour Case Statement

It’s time to sit down and write that case statement. This part is pretty much
like any writing process: You have to craft a well-written draft, evaluate it
objectively to make it tighter and stronger, and then run it up the flagpole
and see who salutes. Then you go back and tighten it some more.

Each of these steps makes for a more powerful and direct written tool for your
agency and takes the load off of you so you don’t have to write in a vacuum.

Discovering ten tips for writing
a great case statement

After you have the framework for what goes in to your case statement, you
need to polish it up and make it readable. Here are some tips that should help:

v Make it clear. Focus your mission statement, goals, objectives, and pro-
gram information so readers get a well-defined picture of what you're
saying.

v Make it urgent. With so many causes competing today, you need to give
your reader a reason to care about your cause now. What’s urgent about
the problem your agency seeks to solve? Be sure that the reader knows
why today is the time to act.

b7
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v Make it complete. Remember the five Ws for news stories — who, what,
when, where, and why — and include them in your case statement. Be
sure to include these facts in the Executive Summary, as well. That sec-
tion may be the only part decision makers read, and the answers to
those questions are the ones they will want to know first.

v Make it interesting. Tell stories when you can — both success stories
and heart-tugging stories capture the emotions of your reader. Hearing
about how parents used your counseling services to help their teenage
daughter recover from a suicide attempt is much more effective than
listing teen suicide statistics.

v Paint images in your readers’ minds. Remember that visual words and
action words activate your reader’s imagination. Did your client smile
when she received her graduation certificate? Say so — paint the smile
in your readers’ minds.

v Don’t overdo it. Tugging on heartstrings requires an even hand. Don’t
gush or overstate. People can only hear so much about Trina’s lost
limbs and then they start to turn away. Explain, describe, but don’t go
overboard on the heart-wrenching stories.

v Do your homework. Make sure that the facts of your statement —
financials, program design, staff info, and plans — are accurate and well
researched. Have a complete set of case information for board members
to review well in advance of the next meeting. That way, people can
come to the meeting with a complete set of data, some opinion about
what they’'ve read (don’t expect a standing ovation the first time out),
and a few suggestions of their own. If you have all the facts in place,
others can concentrate on helping you shape what you started with.

»* Summarize. Using understandable language is an important part of an
effective case statement. Don’t let your budget speak for itself — it won’t!
Write a budget narrative, to explain in real-world terms what your num-
bers mean. Don’t hesitate to summarize and clarify when some good old-
fashioned straight talk will erase a few question marks in the reader’s mind.

v Include a call to action. After you get your readers all worked up about
your programs and your agency, don’t just leave them sitting there —
give them a way to help. Your case statement should include ways the
reader can join with your cause. Make sure that you talk about how much
that new program costs, what you need in the way of hardware to start it,
what talents you’d welcome, and more. Invite people to participate.

1 Reread, revisit, revise. This case statement business isn’t a walk in the
park. Even if you've been writing for a while and you’re fairly confident
in your communication skills, you’ll find that writing a good case state-
ment takes an open mind, a willing heart, and a very small ego. It's meant
to be a team effort — something that is forged only after considerable
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conversation and, sometimes, debate. So draft your best shot, take two
aspirin, and ask for reviews — from past donors, from volunteers, staff,
and the board — and await the next meeting when everyone gets a turn
at being Editor (the one with the Big Red Pen). Don’t take corrections
and changes personally, either — remember that the ultimate goal is a
sterling, clever, but most of all heart-felt and engaging case statement
that will represent the passion and purpose of your organization.

Evaluating your case statement

After you've finished the draft of your case statement, put it in a drawer for a
day or two (if you have the luxury of time) and then reread it with fresh eyes.
When you do, read it with the following ideas in mind:

v Is the need compelling?

v Are your goals communicated clearly?

v Do your objectives seem realistic?

v Are your programs described fully?

v Does your board appear competent and ready for growth?

v Is your staff well equipped and capable?

v Does your location provide what you need to carry out your services?

v Is your financial section complete and written in understandable terms?

v Does your board have a method of evaluating itself and the organiza-
tion’s progress?

v Does your History section tell the lively story of your organization?

Who's at stake?

A stakeholder is someone who has an interest
in your organization — whether that person
is a donor, a volunteer, a staff member, or a
board member. When you begin to discuss case
statements, it's a good idea to test the primary
ideas — such as your mission statement —
with a sampling of your stakeholders. Be sure
to have clients represented as well as those

people who serve them. One arts organization
created to support a local symphony forgot to
count the musicians among the stakeholders
from whom they invited input. Oops. Be sure
that when you ask for opinions and suggestions,
you ask a wide range of people who care about
what you do — not only those responsible for
securing the funding for it.

49



50

Part I: Putting Your Fundraising Ducks in a Row

\\3

If you have all the basic questions answered, you can take one more look at
the case statement before you release it for your board’s review. This time,
focus on the language used:

v Try to paint pictures in your reader’s mind. Images last longer than
abstracts. Describe the light in the eyes of the elderly patient, not just
the medical supplies she receives.

v Write with passion. Your words will read with passion. “The masterful
chords of Rachmaninoff sounded through Sandinsky Hall, pounding power-
fully from the fingers of 14-year-old piano prodigy Anna LaFuentes . ..”

v Use “alive” language. The verbs you choose carry the movement of the
images. Flash strong words wherever possible. “The Clean Needles pro-
gram brings healing to an ailing neighborhood in downtown Detroit . . .”

1 Keep people in front. Your case statement is, on one level, the story of
your organization; but your organization is the story of people in need
and your response to that need: “Where did you first learn to read? In a
big overstuffed armchair in your family’s living room? In your grand-
mother’s lap? Sitting, well fed and warm, in your first grade classroom?
Or did you learn the way 12-year-old Eric did, cold, unfed, and dirty,
trying to teach himself to read while crouching under a bridge to stay
dry on a blustery fall day . ..”

Finally, when the case statement is drafted and it’s as good as it’s going to
get, print it and deliver it to your board for review. When you get the docu-
ment back, don’t be disheartened to see red marks all over it — the case
statement is organic, the growing vision of an organization that evolves and
changes.

This would be a great time for a board retreat, which we discuss in Chapter 4.
Think of it: Your board schedules a weekend away, at a retreat center in the
foothills. The leaves are beginning to change — the crisp promise of fall is in
the air. Board members review the case statement, debate points, focus their
vision, and come back with the completed case — and renewed vigor — to
apply to the future of the organization.

Testing your ideas

The case statement gives you a creative way to (1) think through your ideas;
(2) get them down on paper; and (3) test them with the people who care
about your organization. Testing your case periodically is a good idea, even
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after you've written a sterling case statement you plan to use to infinity.
Reviewing and testing your case helps you determine the following things:

v Is the case still pertinent for your organization?

v~ s the need still real?

v Are your solutions timely and effective?

v Are you well staffed?

» What does your board involvement look like?

v How sound are your programs?

v Have others given to your cause?

v Have any prominent members of the community given?

v Are your long-range plans still on target with your goals?
One great way to test your ideas for your case is to bring in a group of people
for a focus group. A focus group is any group of people you bring together to
focus on a particular task, document, problem, or program. Focus groups are
often used to test a new idea with a sampling of people and can be very valu-

able in gauging things that are best not left solely to the “inside” perspective
of those who work with your organization on a day-in, day-out basis.

You may want to set up a focus group early in the case statement process, as
you'’re assembling information. You can set the rules for your focus group,
but in general follow these guidelines:

v Have something to show the group, such as a draft of your case state-
ment or an outline so they have something to respond to.

v Give simple instructions about what types of evaluations you are look-
ing for.

1 Review the case and ask for questions before you turn the group loose
to discuss their ideas.

v If you have a large group, let the group divide into teams of three or four.
v Have each group select a representative who will write down the ideas.

v Leave plenty of time for group discussion when the smaller groups
reconvene.

v Thank the participants (and send follow-up thank-you cards).
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Building on a legacy

Maybe you’ll be lucky and you won't have to
write a case from the ground up. You may
already have the information you need printed
in other places, in other forms. Be sure to do
some sleuthing before you begin writing things
from scratch. You might look for already-pub-
lished information in your organization:

v~ History booklet
v Information brochure

v Annual report

v Membership brochure
v~ Program overviews
v Past grant proposals

Of course, after you find the information you
seek, you still need to make sure that the infor-
mation is up-to-date and reflects the needs of
your organization today. The same testing
ground should still be in place so that you can
show the case statement to trustees, donors,
selected clients, and trusted volunteers.

\\J
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Although focus groups can be helpful in getting a feel for issues you need to
address in more depth, don’t mistake them for a representative sampling of
public opinion. If four out of six people in the group think that your idea is a
great one, for example, you can’t take that to mean that the same percentage
of the general public will feel the same way. Test your ideas, throw them out
in a focus group, and listen carefully to the ideas and suggestions offered.
Then you can use the preliminary information you’ve gathered to target and
launch a more in-depth investigation, if needed.

Although you may find it easier for someone from your organization to con-
duct the focus group, having an independent third party facilitate the focus
group, especially someone who has experience doing so, can be useful.
Individuals deeply involved with your organization may not as easily pick up
on nuances as a properly briefed third party. You don’t necessarily have to
pay a third-party facilitator — friends or acquaintances can often play this
role for free because they care about you or your organization.

Remember that inviting people to help is a great way to help them feel
included, valued, and worthwhile. Choose a cross section of your favorite

donors, people who have invested time, money, and care in your organization

and your cause.

graciously and make use of it.

Don’t ask other people’s opinions unless you’re willing to accept their input
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Printing and putting the final
case statement to work

After your case statement is final, edited, revised, and approved, what do you
do with it? Print it up in a professional format. Here are some ideas for creat-
ing a nice-looking but low-key case statement:

v Use a readable typeface. Remember that the people reading your case
may be young, old, or anywhere in between; so don’t make the print
(also referred to as a font) too small. Generally setting your word
processor to 12-point Times Roman is a good choice.

v Make your headlines stand out — but not too far out. You will have
headings for each of the major categories, and you need to choose a
type size and style that lets readers know that you're changing tracks. A
larger font, like Arial 16 bold, accomplishes this. Consider using built-in
styles for consistency.

v~ Avoid using too many type differences. The flexibility of word process-
ing gives you so many different typefaces and formatting choices to play
with that you can drive yourself — and your readers — batty by using
too many bells and whistles in a single document.

+ Include charts if necessary. Charts are a great way to show complex
information at a glance, but don’t include them if you don’t need them.
Including visual effects gratuitously may seem like a good idea in the
name of holding people’s attention, but unneeded information in a case
is just a waste of everyone’s time.

Finally, after you have the case statement in its final form, you can reuse what
you've created in a number of different publications. This isn’t only a smart use
of your time; it also helps build the credibility of your organization because all
your publications are consistent. You can use the information you created in
your case statement in virtually everything you publish about your organiza-
tion, including brochures, newsletters, grant proposals, campaign plans, appeal
letters, speeches, press releases, and on your Web site.

Always keep a master copy of your case statement updated with changes,
revisions, and ideas that others suggest. You may find that as the years go by,
some ideas work better than others, some programs are explained better
than others, and some foundations request more information in certain areas
because your case isn’t quite detailed enough on some points. You can make
those over time, improving the case as you go along. Your case statement,
like your organization, is an evolving, growing entity. Remember to keep it
up-to-date as your agency goes through its life cycle.
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Chapter 4

Organizing Your Team: Board
Members and Volunteers

In This Chapter

Getting to know your board

Knowing how your board functions

Finding board members

Detecting board problems

Jump-starting your board with retreats

Taking a volunteer multiple-choice quiz

Knowing how volunteers make a difference in fundraising
Finding volunteers

Getting the most out of your volunteers

Tapping into the power of retiree volunteers

In this chapter, we show you how to work with two of your most valuable
assets: your board and your volunteers. Your board helps you set your
goals and strategies. They can provide tremendous support for fundraising
efforts. Volunteers are the people in the trenches who lick stamps, go door-
to-door, or process donations. These two groups of people provide the
answers to the why and how of any fundraising effort.

Starting with a Good Board

Start by asking yourself a few questions:

»* What do you do when the board looks to you for answers?

v How are boards put together?
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v What are their responsibilities?

v How can you ensure that prospective board members come on board in
arole that’s right for them?

The board is a very important part of your organization, so you will need to
understand who these people are and what they can do for you. Recruiting
the best members for your board is one of the most important steps in start-
ing to fundraise.

As a development person, you may wonder what your role with the board
should be. If you are the development director or executive director, of
course, the board hired you. If you are a volunteer, you may have grown
through the ranks into a position of volunteer leadership, which means that
you have some involvement with your board.

As the person in a key fundraising position, you may want to know some of
these basics about your role in relation to the board:

v Share the fundraising. You are not — nor should you be — the Lone
Fundraiser for your organization. The board is responsible for oversee-
ing the mission, development, implementation, and evaluation of the
work that’s carried out. Each person involved in the leadership of the
organization should be willing to be involved in securing the funds nec-
essary to fulfill the mission. If fundraising is not part of your board mem-
bers’ job descriptions, it should be.

v Identify prospective board members. Even if your role doesn’t include
recruiting board members (in some organizations, recruitment is done
on a peer-to-peer basis), your role is key in identifying people who
would add experience and assets to your board.

v Keep the spark alive. Part of your role as a development person is to
help your board catch the spark if they’ve lost it (see Chapter 1 to read
about the spark); you can do this by providing information, running
retreats, or suggesting new roles and committee structures.

v Train and educate new members. Another part of your work with the
board involves training new members and educating them about
fundraising opportunities, keeping abreast of new ideas and avenues,
and apprising the board of needs, changes, and the status of current
campaigns.

As a development person, you may find a big difference in your relationship
with the board in small, medium, and large nonprofits. In a small agency, you
may have a close, team-like relationship with the entire board. In a larger
organization, you may work only with the development committee, and even
that relationship may have a formal feeling to it.
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Understanding Board Dynamics:
Wimps Need Not Apply

Being a board member isn’t all about prestige and power. It involves vision,
dedication, hard work, and all the responsibility a person is willing and able
to handle. Some of the most important duties of a board include recruiting
and hiring the CEO; approving the mission statement, the budget, and the
fundraising plan; and developing the policies that make the staff accountable
to the organization. This section explains the various responsibilities of the
board, which can be divided into three major areas (see Figure 4-1):

v Organization governance
v Community interaction

v Growth and vision

Organization Governance

Apply for 501

Incorporate Draft and approve bylaws

Nominate
board
members

Oversee finances

Growth and Vision

Community Interaction

Hold in trust
organizational
assets

Ensure actions
of agency fit
mission

Represent agency
to community

Assuring accountability

Finding, hiring, and firing
the CEO

— Represent different_ Training of
Figure 4-1: fosgzgtnsct\)/f community board for fundraising
A lot needs Develop relationships with Short-and long-
community leaders to help range planning
to be benefit organization Acquiring, managing,
accom- and speding funds
plished — Setting an example Peer-to-peer fundraising
across the as a giving board leadership for fundraising
board.
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Making sure that you're legal

The board of directors for your organization has the responsibility of govern-
ing the agency, both in terms of legal issues and in answering the question,
“Are we being true to our mission?” Board members are charged with the
stewardship of the organization’s assets — financial and material — holding
these items in trust for the stakeholders. Some of the legal responsibilities of
the board include the following:

v Making sure that the organization qualifies and applies for 501(c)(3) status
v Incorporating the organization as a nonprofit corporation

v Drafting and adopting the corporate charter

v Drafting the organization’s bylaws

v Ensuring that the organization operates within its legal requirements

v Overseeing and ensuring the payment of financial responsibilities

v Determining that actions of the agency fit the organization’s mission

If you're with a new organization preparing to draft its charter and bylaws,
you may want to talk to some of the attorneys in your area. Lawyers often
take pride in doing pro bono (free or at-cost) work for nonprofits.

Assessing what the community
thinks of your organization

There was a time when a family’s honor was tied to the family name. A
member of the family was thought to represent the entire family in public, in
business, in life. Honor was at stake. Reputation was important.

Your organization’s reputation is also important. One of the roles that your
board plays is representing your organization. Your board members are your
organization to the community. The choices the board makes — on behalf of
the organization or not — reflect on you and your mission. As a group, they are
responsible for evaluating and leading the public persona of your organization.

Everyone wants their boards staffed with high-profile members — the people
who are asked to serve on everything, the people who have power, money,
and friends they can bring to your donor base. As important as these very
real assets are, however, is the credibility a respected member of your com-
munity brings to your organization. When others see that a known and
respected person aligns with your mission, they begin to see your organiza-
tion in a different light.
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NPOs are tarred and feathered
with the same brush

Your board is ultimately responsible for moral
and ethical issues as far are your nonprofit is
concerned. When the board abdicates its
responsibility to monitor what's going on in the
organization, disaster can strike and the recov-
ery can be slow and painful.

A now legendary fall from grace in the nonprofit
community happened almost 15 years ago at
the United Way. The CEO at that time had served
a number of good years with the agency when
he lost sight of his mission and began making
unethical and unwise choices. When the
fiscal abuses came to light, the whole of the
United Way — and, in fact, the entire nonprofit

community — was tarnished. Donors wondered
whether their money was going to fund flights
to Europe or hidden agendas.

After an extensive evaluation of the situation, it
was discovered that the board, which had
appeared to be the best possible board an orga-
nization could have, dropped the ball in this sit-
uation. No one knew what was going on. No
questions had been asked. They had abdicated
their role as guardians of the ethical standards
for the organization, and in doing so had
enabled a situation that had a negative impact
on public perception.

There’s a dual side to this community liaison role: the way in which your
board represents the community to your organization. Your board may be
comprised of folks who represent all sorts of different interests in the com-

munity you serve — you may have people who benefit from the services you

offer as well as service providers, lawyers, bankers, educators, policy

makers, business leaders, and more. They help make sure that your organiza-

tion meets the needs of the community it serves.

In the old days, the message given to boards was “your main responsibility is

to hire and fire the Chief Executive.” Now boards have a responsibility to
serve their stakeholders as well. And along with the responsibility to stake-
holders may come a personal or legal responsibility. Case in point: An arts

organization in Chicago recently sued a board member who pledged a major

gift and then refused to carry through with the pledge. The moral? Think

carefully about what you expect from your board members and be sure that

everyone understands these expectations.

Running an effective board meeting

Who runs the board meeting? The staff does. If you're the paid staff, you

create and circulate the agenda, you keep the meeting running, and you come
up with creative ideas to keep the board sparked and moving forward. Even if
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another worker in the organization runs the general meeting, when it’s time
for the fundraising discussion, you’re probably up to bat.

Here are ways to get your board meetings off snooze control and wake them
up to a new level of productivity:

v Set your agenda. Nobody wants to sit through a board meeting that

drones on for hours covering lots of territory that could more effectively
be dealt with in committee. Better to be focused, goal oriented, and
achieving instead of wheel-spinning, confused, and ineffective. Set your
agenda, circulate it before the meeting, and come equipped with ideas to
keep the discussion moving forward when it begins to stall, or reel it in
when it begins to spin off course.

v Be creative. Talking isn’t your only means of communication in a meet-

ing. You can do a conference call with a member of your national office;
you can show a video on board fundraising; or have guest speakers, con-
sultants, or clients who receive your services come in and speak to the
board. If they can’t come in, use online videoconferencing software to
pull them into the meeting.

v Bring in the other guys. What’s wrong with bringing in the CEO of a

competing nonprofit and having him share his ideas with your board?
People do it all the time. And often, in the nonprofit community, those
achieving are willing to share their ideas. The chairman of the art
museum board comes in to speak to the symphony board. The person in
charge of the biggest homeless shelter in town goes to talk to the newest
shelter. When you invite someone with a fresh perspective to your meet-
ings, your board members begin to ask themselves, “Why haven’t we
tried that?” or “Is that something we should think about doing next year
when we launch our capital campaign?”

1~ Ask tough questions. The best CEOs are willing to hear bad news. What

isn’t working? Where do your services fall down? What’s being done to
improve them? Opening up to hearing not only the good reports but also
the bad ones presents some interesting — and perhaps lively — debate.

v~ Build in time to brainstorm. So many board meetings get mired down in

the mundane. Don’t just have monotonous business talk — build in
brainstorming time. You can reserve 15 minutes as a matter of course to
brainstorm on one area of your organization that needs attention.
Choose the brainstorming topic when you send around the agendas. A
successful brainstorming session leaves your board members thinking,
and gives them inspiration to carry through to their next tasks.

Advancing your cause by using your board

[s your organization on track to realize its vision? It’s up to your board to over-
see all strategic planning: setting goals, drafting objectives, and developing



Chapter 4: Organizing Your Team: Board Members and Volunteers

A\\J

action items that move your organization in the direction it wants to go. Here
is what the board is expected to do for your organization to keep it on track:

1 Hiring, evaluating, and maybe firing an executive director: A major

part of making sure that the organization is headed in the right direction
is the selection, recruitment, and hiring of the executive director. Of
course, the board’s responsibility also includes the evaluation and, occa-
sionally, the dismissal of the executive director.

When the board evaluates the executive director, whose input should it
invite? A recent online discussion in a nonprofit group batted around the
pros and cons of involving staff in executive director evaluations. Some
members felt that it was most effective to have peer reviews for execu-
tive directors as well as reviews from the executive director’s immediate
reports. Others weren’t so sure. One worry is that someone with an ax
to grind may take a swing at the executive director. The consensus
among industry professionals was to welcome input from key staff mem-
bers but remind the board to use its discernment in determining issues
and courses of action.

1 Setting up systems of accountability: The board is responsible for set-

ting up systems to test the credibility and accountability of the organiza-
tion. This involves financial audits and on-site visits. It’s not enough to
count on the assurances of the executive director — board members
need periodically to see with their own eyes what’s going on at the loca-
tions where services are provided.

v~ Raising funds for the organization: Boards are integrally involved in

raising funds for the organization. They are charged with making sure
that the resources are there for the mission to be carried out. This
includes all sorts of tasks related to the acquisition, management, and
spending of funds.

v Making individual contributions: An important aspect of board leader-

ship involves board members making their own donations. Some mem-
bers feel that the donation of their time and effort should count as their
“donation.” But many foundations, as well as high-level donors, want to
see, before they give, that you have “100 percent participation” of your
board. That means that all your board members contribute financially to
your organization.

1 Approving the fundraising plan: The board is also vitally important in

approving the fundraising plan for the organization. You may draft it, but
the board okays it and holds you to your milestones, too. (See Chapter 5
for more on developing your fundraising plan.)

01
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Recruiting Board Members

What people make the best board members? First and foremost, they’re
people who care. A board member who has been affected by the illness your
nonprofit fights or touched by the services you offer makes a great ally.
Hopefully, your board also comprises people who bring the richness of expe-
rience, the expertise of their professions, and financial, social, and strategic
resources to the organization, the board at large, and the individuals served
by the organization.

Profiling the ideal board member:
Diversity counts

Although you do hear a lot about board members’ financial resources in any
given discussion on boards and fundraising, note that board service isn’t only for
the wealthy. Some board members are selected, at least in part, because they
can give the organization access to donors in a certain income bracket. But this,
also, is not true of the entire board. A healthy board needs to be diverse and
should include some people who receive the services your organization offers.

Are all board members volunteers? Most, but not all, nonprofit boards are
staffed by volunteer board members. In a few high-profile organizations, how-
ever, board members are paid for their services.

Wouldn't it be nice if, when you need a new board member, you could just
stop into Board Members “R” Us and pick one out? Unfortunately, it’s not that
simple. Here are a few ideas on where to start looking:

v Businesses who serve the same clients you reach out to. Make alliances
with these companies.

v Stakeholders in the organization itself. Look at clients who have received
services or family members of clients

v Board members in other NPOs in your city. Get a list of 501(c)(3)s and
look for those people who may have an affinity for your organization’s
mission.

v Annual reports from organizations with complementary missions. For
example, if you know that Mrs. Goldenrod is a benefactor of a local art
gallery, she is a logical match for your Community Arts Council agency.

‘x&N\BER Great board members come from all walks of life. The best board members

& have passion for your organization, the expertise or insight that is needed on
your board, some experience in fundraising, and the willingness to commit
their time and to work hard. Over 90 percent of all symphony board members
have played an instrument. It all comes back to passion.
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Picking the perfect-size board

So just how big should a board be? The answer depends on the size of the
organization. A small nonprofit may have few members — maybe 8 to 12. A
large organization may have 75 active board members, but that group is
divided into a number of committees charged with handling different respon-
sibilities in the organization. In a large board, the primary committee is called
the Executive Committee; other committees may include both voting and
nonvoting members.

A board that’s too large can be unwieldy. Simply scheduling a board meeting
with 25 people can be a nightmare for a small group with few, if any, paid
staff. Have enough members to bring the skills and diversity you need, but
not so many that managing the board is a full-time job.

Whether you're dealing with a large or small board, having a committee
structure enables the board to divide up responsibilities and make more
effective use of its members’ already-limited time. The Executive Committee
may meet, say, quarterly throughout the year, and the other committees,
which are organized to fulfill different parts of the organizational responsibili-
ties, can meet in the interim as needed or as scheduled to accomplish their
specific goals. Table 4-1 lists types of committees that often are part of the
bigger board structure:

Table 4-1

A Primer of Committees

Committee

Description

Executive Committee

Comprises board officers and the chairs of your commit-
tees. The Executive Director meets with this committee.

Finance Committee

Responsible for the financial commitments and invest-
ments of the organization.

Nominating Committee

Organized to identify, recruit, and nominate prospective
board members and officers.

Governance Committee

Oversees the way in which the organization is run, eval-
uated, and supported.

Program Committee

Responsible for overseeing the organization’s programs.

Public Relations
Committee

Acts to establish and build the organization’s identity in
the community through Public Relations.

Development
Committee

Establishes, leads, and evaluates fundraising efforts for
the organization.
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Building a successful board

How can you, as a development person, help make sure that the right people
are in the right roles on your organization’s board? You can keep several
things in mind as you review your board and evaluate the types of roles you
need to fill:

v Note the age of your clients and constituents. Does the average age of
your board members reflect the people you serve? Is the board all of the
same generation or does it represent a mix of ages?

v At least some members should be deeply involved in the mission.
v At least some members should have a business background.

v You should have a written job description for board service as it applies
to your organization.

v You should have a committee structure that gives prospective members
a range of options for involvement.

Setting expectations for
your board members

When you prepare to talk to a prospective board member about a vacancy on
your board, first get focused on what you are asking for and what you expect
from a board member. The more specific you can be, the better for all involved.
This enables the prospective board member to understand what the role
involves, how much time it requires, what the financial considerations are
(such as how much he is expected to raise and whether he is expected to
give), and how long he’s expected to serve.

When you are recruiting a new board member, you need to communicate,
however diplomatically, that board members are expected to

v Be giving members of the board

v Fundraise

v Attend meetings

v Participate in at least one committee function
Do you have to be wealthy to be a board member? Although it may some-
times appear that board membership is an opportunity for the rich, in reality,

a nonprofit is best served by having all its stakeholders represented in its
board membership. Most boards don’t demand a certain “bottom-line”
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contribution from board members (although some do); instead, giving to the
organization — based on your ability to do so — is what’s most important.
Later, when you turn in those grant proposal applications, it’s important to
be able to say, “We have a 100-percent giving board.”

In small nonprofits, board members often have to wear many hats. Be sure to
identify the qualities you need — links to major givers, money management
skills, strategic planners — before you begin the process of scouting prospec-
tive board members to fill open seats.

Presenting your case to prospective
board members

The link between board member and organization is an important one, simi-
lar to that between donor and organization. A donor, after all, needs to catch
the passion and be willing to act. A board member needs not only to catch
the passion and be willing to act, but also to be willing to get things done and
shoulder considerable responsibility over a specified term.

Just as the link between donor and organization should benefit both, the rela-
tionship between board member and organization should be an equitable
one. To get that synergy, you have to find the right fit. People who have the
talent you need and the time to invest make happy, effective board members.
People who feel coerced into taking a role or sign up for the wrong slot may
be less than satisfied with their role and, ultimately, with the organization.

When you talk to a prospective board member about his or her involvement,
be sensitive to the board member’s language — both physical and verbal. Is
she worried about the time investment? Is she horrified by the idea of
fundraising? Is she overcommitted as it is?

By offering board members a range of options, you can give someone the
opportunity to gracefully decline a role that would be too much for him, but
still keep him involved and invested in your cause. For example, one small
nonprofit has a number of different categories for its board:

v Honorary members who have contributed effort or income or both at a
high level and are recognized for their ongoing involvement

v Advisory members who serve to advise the board in specific areas
related to the organization’s mission

v Founding members who function as an advisory council to the executive
board

v Executive members who are the voting members of the board



66 Part I: Putting Your Fundraising Ducks in a Row

Spotting the Red Flags

The world of the boardroom in the nonprofit community is diverse. As differ-
ent as the organizations they serve, boards often develop unhealthy prac-
tices. Here are a few bad board symptoms to watch for:

»* Members thrive on micromanagement. Your board should not be in the
micromanagement business. Although the board is responsible for
recruiting and hiring the Executive Director; for approving the mission
statement, the budget, and the fundraising activity; and for developing
policies that make the staff accountable to the mission, it should not be
providing services. Board members should not go in and tell the staff
how to do their jobs.

Repeat after us: Policy is the job of the board. Administration is the job
of the staff.

v The executive director is the Big Cheese. Although it’s not unusual to
find an executive director who also serves as board chairperson, in gen-
eral, this is not a great idea. Having your exec on your board could one
day take its toll on the organization’s accountability. If the executive
director isn’t doing his job and he’s also the chairman of the board,
who’s going to call the meeting to fire him?

v Meetings are stuck in the past. If you find yourself spending all your
time in the executive committee meeting rehashing old issues and going
over things already decided, ask yourself why. Are there new plans on
the horizon? Are you moving forward? Be sure to schedule brainstorm-
ing time at the end of your meeting, and give yourself the time you need
to focus on the forward motion of your organization. Brainstorming
gives your board members something to mull over between meetings
and ends the meeting on a progressive and inspiring note.

v Members are no-shows. What kind of board attendance do you have? If
attendance is dwindling consistently, you may have a big problem. Do
board members know what’s expected of them, meeting-wise? Do you
schedule too many meetings? Are your meetings so far apart that mem-
bers forget where they left off? Do you need a better method of notifying
members about upcoming meetings? You can’t have a healthy, active
board unless your board members are willing to spend time and effort.
Keep an eye on attendance and be ready to start tracking it if there
seems to be a problem.

Re-energizing Vour Board with a Retreat

If someone walked up to your desk and gave your organization a check for
$2,000 to spend any way you’'d like, what would you do with it?
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One organization used a donation to plan a board retreat and came away
thinking that it was the best way they’d ever spent their organization’s money.

One of the problems built into board service specifically and in nonprofit
work in general is that you don’t seem to have any time left over at the end of
the day to do that all-important planning and brainstorming. “We spend so
much time rubber-stamping what we’ve already done,” said one development
director, “that we never think about where we're going.”

If you haven’t had a board retreat in the last year, you probably need to plan
one. A retreat, whether it lasts a day or a weekend, gives the board and key
staff members time to reflect, get perspective on what they’re doing, and per-
haps turn your organization in a much-needed new direction.

When's a good time for a board retreat? As with anything that isn’t part of
your day-to-day putting out of fires, it sometimes seems that there’s never a
good time. Still, you may want to schedule a board retreat when you are

v Drafting your case statement
v Identifying your constituents
v Doing strategic planning

v Preparing your annual review

v Launching a new initiative
Try using these tips for your next board retreat:

v Suggest the idea of the retreat to the board weeks before you want to
plan the event. This way they can free up their calendars and prepare
mentally for the meeting.

v Hire an outside person to facilitate the meeting. If you do, you can par-
ticipate in the brainstorming rather than lead the discussion.

Where can you find a good retreat facilitator? You may want to look into
an organization whose mission it is to provide just such support to non-
profits. However, if you want to select an individual, look for someone
with a background in nonprofits, fundraising, or management. Of course,
good interpersonal and communication skills are a must.

What results should you see come from a board retreat? You should see some
specifics, such as objectives, action plans, and assignments. You should also see
renewed vigor and a more unified vision, plus a flare in your collective spark.

You can use a number of analytic models to help you determine what your
organization has to work with and what it needs to work on. SWOT (Strengths,
Weaknesses, Opportunities, and Threats) is one such method of evaluation that
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helps you and your board brainstorm about the various assets and liabilities
in your current organization and gives you the information you need to
develop an informed and effective strategic plan. Visit www.quickmba.com/
strategy/swot/ to study the basics of this approach.

Checking Your Perspective on Volunteers

How important are volunteers? Are they just the people with nothing better
to do who donate their time to your organization for free? Do you give them
the jobs the paid staff doesn’t want to do? Do they come and go as they want,
involved or not as the mood strikes them? What, if anything, do volunteers
have to do with the fundraising efforts of your organization?

In school we all feared quizzes. So why as adults do we gravitate to them
when one shows up in a magazine or on a Web site? Who knows! Take the fol-
lowing quiz so you can understand your attitudes toward volunteers as well
as get a take on the proper perspective. (Taking the quiz is voluntary, of
course.)
1. The agency needs volunteers because

A. We can’t afford to pay people for all the work we need done.

B. Volunteers help us extend our effectiveness.

C. Using volunteers is the right thing to do.

D. Having a strong volunteer corps looks good on the grant proposals
that we submit.

E. All of the above.
Although each of these answers may be true to some degree (with the
possible exception of C — utilizing volunteers is “right” for your organi-
zation only if they are needed in order to fulfill your mission), the cor-
rect answer is B, “They help us extend our effectiveness.” Volunteers
aren’t around to do your drudgework or to do the things the paid staff

doesn’t want to do. They fulfill a useful, vital role in your organization,
which can enhance and increase your fundraising effectiveness.

2. Volunteers should be expected to
A. Submit to an interview
B. Go through training
C. Show up as scheduled
D. Communicate with staff if something isn’t working
E. All of the above
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Pretty easy one, eh? It should be. A volunteer should be expected to do
E, “All the above.” Because it’s important that volunteers value what
they contribute, they need to treat a job as a job, paid or not. Having
good, trained, capable volunteers is important for your organization
both in terms of the work that gets done and the way your organization
appears to the outside world. Interviewing, training, and evaluating vol-
unteers are as important as those tasks in the paid world of employment.

3. Volunteers should not be expected to
A. Fundraise
B. Recruit other volunteers
C. Rearrange their schedules
D. Play a leadership role
E. All of the above

The correct answer here is C, “Rearrange their schedules.” When some-
one volunteers time and talent, it’'s common courtesy to allow them to
choose their time of service. If you really need someone in a certain time
slot, it’s okay to ask, of course. Your best bet is to give a volunteer a
range of times in which to serve — people honor commitments more
consistently when they’ve had a say in defining them.

At first glance, you may have opted for A, “Fundraise,” but who says that
volunteers shouldn’t fundraise? Your board members do it all the time, and
most (but not all) board members are volunteers. Volunteers can be very
effective as fundraising team members. In fact, at one point in our fundrais-
ing experience, we brought in a team of volunteers to raise $125,000, giving
each of them the responsibility of raising $5,000 through their own dona-
tions, friends, families, and peers. Each volunteer was carefully selected
and trained, and every one met his or her fundraising goal.

Before you approach a volunteer, know what kind of work you want done. Have
a specific plan. Nobody wants to hear, “Oh, we just need warm bodies. We'll
appreciate any help you can give us.” That sounds as though anybody can do
the job, which isn’t what the volunteer really wants to hear. Volunteers want to
feel that they fill a unique need and that their time and talents are valuable.
4. Happy volunteers are likely to benefit the organization by

A. Giving monetary gifts of increasing amounts

B. Remaining dedicated to the organization over time

C. Attracting friends to the organization

D. Improving the public perception of the organization

E. All of the above

This answer is E, “All of the above.” Does that surprise you? Studies
have shown that volunteers who are happy with an organization want to
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get closer — and that means taking on more volunteer work, perhaps
taking a leadership position, and giving donations that are higher than
average. The benefits of a happy volunteer are obvious and many.
Friends who see your happy volunteer wonder what’s going on at your
place that’s so fulfilling. People at fundraising events who encounter
your volunteer are struck by the image he or she presents — “Here’s an
organization that is moving in a positive direction.”

Do your volunteers wear many hats? In a small organization, a single volun-
teer may be worked so hard he burns out in a short amount of time. Watch
out for the 80/20 rule — 80 percent of the work is done by 20 percent of the
people. People carrying the 80 percent can tire quickly, which doesn’t do you
or the volunteer any good.

5. Unhappy volunteers are likely to
A. Come to you and tell you what’s wrong
B. Honor their commitments to your agency

C. Talk about their unhappiness with your organization outside your
organization

D. Work through it on their own
E. All of the above

The correct answer for this one is C, and you need to act to avoid that.
In our experience of both leading corps of volunteers and serving as vol-
unteers ourselves, we have seen few volunteers take the initiative to
approach the leadership when something is going wrong. Most likely
what happens is the volunteer suddenly disappears, won’t answer calls,
doesn’t show up for scheduled times, and avoids organizational func-
tions. And you can bet that the volunteer’s friends are hearing about the
problem, even if you aren’t.

If you suspect a volunteer is unhappy, address the issue. Call him and let him
know that he’s been missed. Give him the opportunity to share his feelings
with you. After you know what the problem is, you have a better chance of
addressing it directly. And, odds are he’s not the only one feeling this way, so
working through the problem with one person lays the groundwork for fixing
the problem entirely.
6. Agencies should recognize volunteer efforts by

A. Saying “thank you”

B. Having volunteer dinners

C. Recognizing efforts with certificates, plaques, and so on

D. Inviting the volunteer to participate at a higher level

E. All of the above
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Ways to say

You can find many, many ways to recognize a
special volunteer. If you are creative and gen-
uine in giving your thanks, your volunteers are
sure to feel appreciated.

v~ Say it with a smile and mean it.
v+~ Send a card with a personal note.
v Invite the volunteer to lunch.

v Have a recognition dinner for special
volunteers.

“thank you!”

v Submit a “thank-you” note to your local
paper.

v Mention the volunteer’s work in your orga-
nization's newsletter.

v Ask the volunteer to speak to a group of
new volunteers.

v~ Give a plaque of recognition.

v~ Dedicate a publication or event to your
volunteers.

/1

v~ Give out certificates of recognition. v Throw a volunteer party.

Yes, it’s another E, “All of the above.” Volunteer recognition is a big part
of any agency with a solid volunteer group — if the company wants to
keep the group solid. As you know (and, we hope, practice), “thank you”
may be the two most important words at your disposal. Say “thank you”
to your clients, to each other, to your funders, and especially to those
people who practice true philanthropy — the volunteers who give volun-
tarily of their time, talent, effort, and resources for the benefit of the
greater good.

P Although the absolutely greatest asset to any charitable organization is its
donor base, don’t forget that your volunteers are part of that base. A happy
volunteer not only gives more, but he also talks about your mission to other
people, providing an important link between your organization and friends
you haven’t yet met. Remember: The biggest reason people give to organiza-
tions is because they are asked to give by someone they know.

Seeking Volunteers

Where do you find these wonderful volunteers? This isn’t a small task: Whole
committees exist to build a volunteer base — to build it, lead it, and grow it.
We hope that you've already acquired a thriving volunteer group, and you
can start with the list you've created and build on it. But if not, here’s how
you can find good volunteers:

+* Know what — and who — you need. Identify the areas in which you
want to enlist volunteer help. Have specifics, jobs, times, tasks, and rela-
tionships in mind. The more you plan these areas, the better your
chances of finding — and keeping — just the right volunteers.
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v Plan where you want to look for your volunteers. Where would you

find good volunteers for your particular charitable organization?
Looking in a vet’s office for volunteers for an animal shelter is a logical
match. You may find willing participants for your literacy organization
among schoolteachers or local writers.

v Start with your board. Introduce the idea of building your volunteer

group at a board meeting. Ask board members to suggest people they
know who may be interested in serving on a committee or volunteering
their time.

You may have, as part of your board, a nominating committee that is in
charge of identifying and recruiting volunteer board members. Addition-
ally, depending on the makeup of your particular board and the size of
your organization, you may have a committee that identifies, builds, and
trains your volunteer staff. Make sure that they are in communication. A
volunteer who isn’t willing to take on all the responsibilities of a board
member may be willing to take on a smaller task.

1 Review your volunteer list. Take a look at your existing list. Do you see

patterns in the volunteers’ other activities that would provide access to
other volunteers — for example, do some volunteers belong to a garden-
ing club that may be a good place to make a presentation for your orga-
nization? Do some belong to a fraternity? A civic group?

1~ Target families of volunteers. Often the families of volunteers are a

good place to find not only donors, but also to find volunteers. For
example, volunteerism among teens is growing and presents a great
opportunity for progressive-minded charitable organizations.

According to Giving and Volunteering in the United States, 2001, high-
school volunteering reached its highest level in the past 50 years.

v Consider the people served by your organization. Have you consid-

ered your clients as a possible source of volunteers? If you work for a
small business development center, it would be a logical step for some-
one who has mastered valuable business techniques to be interested in
passing them along. If your immunization program for preschoolers
reaches neighborhood parents, you may find moms and dads who have
benefited from your services to be receptive to helping others.

Using Your Volunteers as Fundraisers

As you become more aware of who your volunteers are and what they’re doing,
you notice that a select group may be of great help to you in fundraising.

Following, we list a few of the ways that a volunteer can get directly involved
in fundraising:
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v Serving on a development committee

v Helping you find sponsors for special events or publications
v Writing, printing, or addressing letters

v Working in a phone campaign

v Serving at a special event

v~ Being part of a donor visit

v Hosting a donor luncheon

How do you know which of your volunteers would be helpful in your
fundraising efforts?

Look for the following qualities in your ideal fundraising volunteer:

v A contagious passion

v The ability to lead others

v Strong organizational skills

v A friendly, open manner

v The ability to follow through

v~ A talent for working in a team
Remember that involving your volunteers in fundraising efforts takes train-
ing. You don’t want to send Tammy out into the world to begin cold-calling on
people for donations. You do want to think about Tammy’s talents, identify

where they would be most useful, and then create the plan that would match
her talents with your needs.

So let’s say that you decide that Tammy would be a great phone person in
your annual telethon. Remember that you need to give her plenty of infor-
mation about her role. Specifically, you want to prepare Tammy for the
telethon by

1. Showing her how to use the phones (yes, some people don’t realize
you have to dial 9 to get an outside line).
2. Giving her a script and going through it with her a few times.

3. Giving her an instruction sheet that includes her script, the hours
she’s agreed to volunteer, and points to remember.

4. Remembering to say “thank you” after the telethon.

5. Letting her know how she did and inviting her to be part of next
year’s effort.

/3
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You can find more details about training for phone solicitations in Chapter 13.
The point here is the importance of training. Poorly trained volunteers can
sink your campaigns and your organization. Not to mention, your volunteers
may have a frustrating experience and disappear forever.

Fundraising isn’t for everyone. Even if a specific volunteer is a great speaker,
an outgoing person, and a valuable member of the community;, if he isn’t com-
fortable asking for money, the donors he approaches won’t be comfortable
either. Part of respecting the volunteer-agency relationship means using the
talents volunteers want to offer, which doesn’t involve coercing people into
roles they don’t want to play.

Making Use of Baby Boomers:
Retirees as Volunteers

a\\J

In the next 20 years or so you could tap into a gold mine of volunteer talent.
A generation of the population is entering retirement years and has skills you
need (think computer and business savvy), good health and energy, and time
to commit to your cause. This generation has also paid their corporate dues
and longs to get back to the altruistic orientation of their younger years.
What are you waiting for?

Here are some things to consider in attracting senior volunteers:

v These people want to feel their continued value to society. Volunteering
is a structured way to feel like part of something worthwhile.

v Some retired people use volunteer work as a way to reproduce the role
they played in a paying job.

v Older volunteers may need special considerations in terms of asking
them to do certain types of work (lifting 50 pound boxes is out!) or need-
ing handicapped access to your facilities.

v Never underestimate these vital, energetic, and intelligent people who
are smart and have life skills to contribute to your mission. People in
their 60s and 70s are much more active and productive than they have
ever been.

How do you find these folks? Go make a speech at the local senior center,
connect with somebody at an adult condominium community, or do a mailing
to the homeowners in a more affluent housing development that is known to
be home to many retirees.



Chapter 5

Creating a Winning
Fundraising Plan

In This Chapter

Checking out fundraising terms
Drafting the plan

Avoiding common pitfalls
Budgeting your fundraising efforts

Using fundraising software

Wlat do you really need in order to raise funds? Sadly, you can’t survive
on your good intentions and good will. No donor wants to give to a

disorganized organization.

You may work for the best cause in the world, but if you can’t demonstrate
(1) what you have, (2) what you need, (3) how you'll go about getting it, and
(4) how you’ll account for it after you receive it, you won’t raise much money.
In addition to supporting your cause, you have to support the clients, staff,
and operations of your organization.

In this chapter we talk about the fundraising plan, your road map, a modus
operandi for the resources that will no doubt come pouring in after you get
your plan together and begin putting it in action. You find out the various
steps involved in putting the plan together. Then we can bat around a few
ideas for ways that you can evaluate your plan’s progress and improve the
plan as you go.
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Getting Familiar with Fundraising Terms

Don’t get bogged down in fundraising semantics. Here we present some
terms that you're likely to see in any discussion of a fundraising plan:

v Market: This simply means where you look for funds. Do you count on
churches for the bulk of your support? Do you reach out to foundations
for your dollars? Does your existence depend on individual donor gifts?
The market is the area you turn to in order to fundraise.

v Vehicle: In the real world, you choose a different vehicle depending on
where you want to go. If you need to go to the corner store, you use your
feet — or a bicycle. If you're going off road you need an SUV. In fundrais-
ing, different vehicles take you different places, too. You might choose
the annual fund (discussed in Chapter 18), the capital campaign (cov-
ered in Chapter 20), or planned giving strategies (check these out in
Chapter 21) to build different aspects of your organization and meet dif-
ferent needs.

v~ Strategic analysis: This sounds like what it is — strategic analysis
enables you to analyze your strategy — or develop one if you do not yet
possess one — and find out what your fundraising needs are, what
resources you have available, and what kind of plan will help you
achieve your goals.

Drafting the Perfect Plan

Remember the case statement (see Chapter 3 to read about the case state-
ment)? The fundraising plan is a different document; it includes the case
statement but also several other types of information. While your case state-
ment explains the philosophical need and response your agency provides to
that need, the fundraising plan goes further and lists specific steps you take
to raise the funds to serve your clients. You need a fundraising plan

v To help you recognize what you have to work with

v To define what you need

v To select your market

v To choose your fundraising vehicle

v To organize the steps required to put the fundraising plan in place

v To demonstrate to the outside world that you are organized and
businesslike
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As you write your plan, you should include the following items:

1. A clear statement of your mission (your case statement)

2. Your fundraising goal (what program or other goal you are raising
money for)

3. Your needs statement, explaining what your fundraising market and
resources are

4. Your financial target
5. Your selected vehicle

6. Your targeted markets

When you write up the plan you will include specific information, such as the
overall timeframe, the benchmark goals you want to make during that period,
resources you will be using, information on campaign leadership, and the fund-
raising budget for the campaign. (Not sure about that last part? Read on.. . .
the last section in this chapter titled, “Budgeting Your Fundraising Efforts,”
deals with creating a fundraising budget.)

Starting with the case statement

The first step in building your fundraising plan is to write your organization’s
case statement — your carefully expressed reason for being, which we dis-
cuss in Chapter 3. If you don’t have a copy of your organization’s case state-
ment right there in front of you, go ahead and get it. We’ll wait.

Starting with the case statement is a must. This statement includes the goals
and objectives you set for your organization (see Chapter 3 to read about cre-
ating goals and objectives for your organization). Why do you need a case
statement before you can create a fundraising plan? Before you can make
sense of how to find money to support your purpose, you have to identify
what your overall purpose is.

Identifying your goals

Now that you've identified your mission with the case study, it’s time to iden-
tify what your organization wants to fund. Do you need to generate money for
programs? Are you raising funds for operating costs? Perhaps you want to
expand your offices or build an endowment.

/7



78 Part I: Putting Your Fundraising Ducks in a Row

\\J

Most nonprofit organizations have four primary fundraising goals. They need
funding for

v Programs

v Everyday operations

v Capital enhancements

v Building an endowment
Identifying your specific fundraising goals is key to setting up your plan. Just
saying “We have to raise money — for everything!” isn’t going to take you very
far. Whatever your fundraising goal, apply these three questions to that goal:

v Why do we want this?

v What tasks are involved in achieving this goal?

v How much will it cost?

Your answers to these questions need to be focused and specific. What you
come up with eventually becomes your goal statement.

Building a needs statement

After you create the case statement laying out your mission, and identify
your specific fundraising goal, you have to answer the question, “How do we
meet our mission and reach this goal?” The answer to that question is really a
list of questions that help you define the big picture of your fundraising plan:

1 What resources do you have?

v What resources do you need?

v Which fundraising vehicle is the right one?

v Which market do you want to approach?
Armed with the answers to these questions, you can create a needs state-
ment that summarizes how you go about raising funds in the first place. You
also begin to see a clearer picture of which of these factors you already have

in place that you can draw from and what you still need to do before you can
go further in implementing a fundraising plan.

Be sure that the people who will carry out the plan are part of creating the
plan. Nobody wants to hear, “We just decided that our goal is to raise
$1,000,000 this year. Do you think that you can do that?”
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Assessing your existing resources

The case, goal, and needs statements lay out your overall approach, but the
next step in your fundraising plan is to assemble specific information to
include in it and people to help drive it. In most cases you don’t have to start a
fundraising plan from scratch. You probably have a lot of information and
people already available. If your agency has done fundraising in the past in any
sort of organized way, you may be able to find the following essential items:

v The donor list
v Histories of how much your donors have given in the past

v Fundraising strategies used in the past — and how effective they were

v Any market studies done by your organization gauging public awareness
of your organization

v Public relations materials used in the past (membership brochures,
annual reports, copies of press releases, and so on)

v A list of potential donors
v Volunteers or staff who have participated in past fundraising efforts
v Board members experienced in fundraising

v A detailed, specific program or campaign that directly addresses the
needs statement

Before you start writing a fundraising plan you have to get into fact-finding . . .
also known as getting all your ducks in a row. Investing some time now to
investigate what’s been done before can save you valuable time and help you
focus your efforts and resources. If you discover, for example, that a program
appeal fell flat two years ago, you can carefully investigate the “whys” behind
that bomb before you launch something similar. Likewise, if you happen
across a volunteer who turns out to be a whiz at making connections, you
may have a great ally that you otherwise may have missed.

Determining what resources you need

After you have a sense of what resources you already have, you can deter-
mine what resources you need. What might you need in order to get organ-
ized to raise funds? Following, we list items and people you need to add to
your resource list before beginning your organized effort:

v Updated mission statement and goals

v A development committee (not a must, but helpful if you have the
people power)



80 Part I: Putting Your Fundraising Ducks in a Row

A\

v A complete slate of board members (if there are empty seats, fill them!)
v A donor list

v A development staff person

v Training for your board in fundraising

v An assessment of public opinion regarding your organization

Setting your financial targets

How do you know how much money you need to raise? The leadership of
your organization — the board, the executive director, and the program
director — should be the ones to provide that information. You may be in on
the discussions, of course, especially when they get to the “Do you think that
this is doable?” part, but the financial targets are really up to them to decide.

As you think about your fundraising financial goals, fight the temptation to
get stuck in the present moment, considering your immediate — and perhaps
emergency — needs. If you are in a situation in which you are worried about
keeping the doors open, it may be hard to consider a three- or five-year fund-
ing plan. However, having a far-reaching vision is one of the best insurance
policies for reaching a distant destination. If you can’t see it in your future,
you can’t plan for it.

Not long ago, working on an annual campaign for a major nonprofit organiza-
tion, we were aiming at a goal of $300,000, which was made up mostly of
small gifts. But twice during that campaign, people walked into the office,
took out their checkbooks, and said something like, “You know, I've been
coming here for more than five years and just love it. Here’s a check for
$25,000.” We were floored both times. The moral of the story? Count on the
smaller gifts, but don’t forget to cultivate the major gifts along the way.

Plan your fundraising targets for

v The present, which may be funding for a summer program, the acquisi-
tion of a van, or the salary of a special speaker

v The short term, which may be the next semester, the next year, or until a
specific program ends

v The long term, which may be a five-year plan or a plan for an endow-
ment fund

Some organizations do extensive testing before they set and announce a
fundraising target. In a capital campaign, for example, much of the work is
done — and a good portion of the money already raised through major lead
gifts — before the campaign is announced publicly. Why? Because success
breeds success, and people like to give to a campaign that is going well.
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When you can announce your $5 million capital campaign and present graphs
that illustrate that you are already 35 percent of the way to your financial
goal, you inspire others to give.

The all-powerful Gift Range Chart

One tool that is extremely helpful in planning for the realization of your finan-
cial goal is a Gift Range Chart. These charts are often used for large campaigns
like a capital campaign. They enable you to determine how many large gifts
you need in order to reach different benchmarks in your target amount. For
example, suppose that the first benchmark of your three-year fundraising
plan is to raise $250,000 the first year. The Gift Range Chart can help you find
out how many gifts at various levels you need in order to reach that goal.
Table 5-1 charts it out for you:

Table 5-1 Gift Range Chart

# of Gifts Size of Gift Raises Cumulative Total
5 $10,000 $50,000 $50,000

10 $7,500 $75,000 $125,000

14 $5,000 $70,000 $195,000

18 $2,500 $45,000 $240,000

Many small gifts Varying sizes $10,000 $250,000

Although an old fundraising joke goes, “It’s easy to raise a million dollars! Just
find a willing millionaire to write you that one big check!” — in reality, it is the
multitude of smaller gifts, along with those well-cultivated major gifts, that
bring you to your goal.

Getting the right vehicles on board

A fundraising vehicle is any of the campaigns, events, grants, and so on that
you use for your overall fundraising strategy. When you begin a fundraising
campaign, you decide where you want to go — what your fundraising goals
are. The vehicle is the means of reaching your goals. If you know that you
want to increase your donor base by 12 percent, for example, and hit a
fundraising goal of $300,000 by year’s end, you have established the end
point. What you then need is to choose the right fundraising vehicle or vehi-
cles to get you there.
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Goal-setting tips

Here are some tips to help ensure that you set ¢~ Be specific about how much you want to
attainable goals: raise. Do not use vague phrases such as,

v Make sure that those involved in the as much as we can get.

fundraising are involved in the goal setting ¢~ Set benchmarks for the campaign. Know
as well. how many $1,000 gifts you want to obtain by
a certain date, for example.

Understanding the different vehicles
What are the standard fundraising vehicles?

v Annual campaign: A yearly fundraising campaign to raise support for
operating expenses

v Major gifts: May be a one-time gift or repeated large gifts given to sup-
port a particular program, project, or improvement

v~ Capital campaign: Adds to an organization’s assets, for example a
building

+ Planned gifts: Adds to the endowment of the organization

How do you choose a fundraising vehicle? The answer depends on your
needs statement. If you are raising funds for day-to-day operations, you want
to create an annual fund campaign to reach that end. If you are focusing on
building an endowment for your organization, think of the planned giving
vehicle. Table 5-2 gives you a quick look at the different types of vehicles
used for different fundraising purposes.

Table 5-2 Fundraising Campaign Vehicles and Their Destinations

Vehicle Destination Comments

Annual campaign Operational funding The annual campaign may
employ a number of fundrais-
ing tools, including direct mail,
telephone solicitation pro-
grams, membership drives,
and special gifts from individ-
uals and corporations.
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Vehicle Destination Comments
Major gifts Special needs such as Major gifts can also be “lead”
programs funding, special capital

needs, “special” gifts in capi-
tal campaigns, or contribu-
tions to an annual fund.

Capital campaign Increased assets for The capital campaign is an
the agency extensive fundraising program
that calls for high-level gifts
often paid over a number of
years.

Planned giving Endowment funding Planned gifts are major gifts
made from the donor’s estate;
these gifts are traditionally
large and carefully planned.

Direct mail appeals or telephone soliciting programs are not campaigns. In
some discussions, you may see these types of fundraising programs referred
to as vehicles, but they are really tools that you employ while you’'re working
with one of the vehicles listed here. For example, you may use a direct mail
or telephone approach for your annual campaign. We talk about direct mail in
Chapter 10 and phone solicitation in Chapter 13.

What about special events? We didn’t forget the black tie and tails you have
hanging in the back of your closet. Special events can be great fundraisers if
done right. When you generate a windfall with your special event, unless
you’ve publicized that the proceeds will be used for a particular purpose, the
moneys you raise can go wherever you need them: the operating fund, the
capital campaign, a special project, programming, or the endowment fund.
We talk more about special events in Chapter 19.

Creating a vehicle comparison worksheet

If you have a track record to use, look back through your fundraising budget
for past campaigns. How much did you raise for your annual fund? What did
you spend raising that amount? Compare and contrast similar numbers for
your direct mail campaign, your donor renewal program, and your special
events. Where did you break even? Where did you make significant money?
Where did you take a loss? Use Table 5-3 to help you think things through.
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Table 5-3 Vehicle Comparison Worksheet
Vehicle Income Expenses Percentage (Income
Divided by Expense)

Discovering fundraising markets

The next step is to identify your markets: From where do you raise the major-
ity of your funds? Again, if you are an existing organization, you have data
that gives you that information pretty quickly. If you are just starting up, you
need to put some thought and planning into where you should begin.

If you work in a large organization, you are at an advantage because you most
likely have all the data you need on past campaigns and their fundraising
results. Look through the data carefully, but don’t get stuck in the past. Think
about current economic trends, community issues, and the cultural climate
before deciding on the right market and the right vehicle for your effort.

The best fundraising plans don’t focus too heavily on any one area, but mix
and match constituencies to make sure that they are raising both short- and
long-term funds all the time. Consider the markets in Table 5-4 and think
about the amount of time it takes to receive a gift from each.
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Table 5-4 Markets and More
Market Short-Term  Long-Term  Description
Individual donors 17 I Donors comprise the biggest cat-

egory of givers; short-term donors
may contribute to the annual
fund; long-term donors, through a
cultivated relationship with the
agency, may develop into major
givers and donors interested in
making a planned gift. The goal is
to get repeated gifts to the annual
fund and cultivate donors into
other giving programs as well.

Affinity groups 74

Affinity groups, such as profes-
sional associations or special
interest groups, are usually a
source of short-term, program-
matic funding; a specific time
period is usually applied.

Churches 7 e

Depending on your relationships
with sponsoring churches, you
may receive specific program
support or ongoing operational
support. Although you may
receive small to medium gifts
from many churches consistently,
the likelihood that you will get a
major gift from a church is small.
The best market for major gifts is
in your relationships with individ-
ual donors, which may come to
you through a church contact.

Corporations e I

Corporations are often more
interested in funding a specific
program — something they can
see their name on — than in pro-
viding for operational expenses
or endowment concerns. For a
short-term relationship, corpora-
tions may supply program or
equipment grants; a long-term
relationship can be developed
with a corporation that serves as
a partnering relationship.

(continued)
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Table 5-4 (continued)

Market Short-Term  Long-Term  Description

Foundations I Foundations, by and large, are
interested in helping provide
solutions, which means pro-
grams, programs, and more pro-
grams. Generally, foundations do
not want to fund either annual
fund campaigns or the “bricks
and mortar” of capital drives. In
thinking about your funding
needs, coming up with a great
grant proposal for a specific pro-
gram that fits the mission of a
foundation is a great way to meet
short-term funding goals.

Government 7 % Similar to corporations (but with a
lot more red tape), government
may be able to provide your or-
ganization with program-related
moneys, staff salaries, and per-
haps even ongoing operational
support. Long-term involvement is
possible, although you will not
build a sizeable endowment from
the support of government grants.

Where may you raise funds for a food pantry program, for example? If your
immediate service goes to those in your local community, that is a good
place to start. Meet with your development committee to brainstorm poten-
tial markets. Following, we show the list we came up with:

v Community foundations

v Local businesses

v Area churches

v Local arts organizations

v Individual philanthropists

v Direct mail appeal
When you start small, you aren’t working from an established or tried-and-
true plan. Begin with those closest to you — people you see often, vendors

you work with, community organizations that work with you in similar
causes. As your circle widens, so does your market. Although shooting for



Chapter 5: Creating a Winning Fundraising Plan 8 7

the big grant from the major foundation is a worthwhile and perhaps prof-
itable act, your overall fundraising plan will be healthier for the long term if
you build the steady support with gifts from a variety of sources — many of
whom should be close to home.

Avoiding Plan-Busters Like the Plague

Throughout this chapter, we talk about things you can do to put together
your fundraising plan and ensure its success. But there are several red flags
that you need to watch out for along the way. Following, we list a few of the
major ones:

1 Not knowing your mission: Seems pretty basic, doesn’t it? Basic, but
essential. You aren’t going to be able to raise any money for your organi-
zation unless you know why your agency exists and what need you’re
meeting. Make sure that you have a strong, clear case before you even
think about fundraising.

1 Choosing the wrong leadership: The leadership for your fundraising
efforts has an enormous amount to do with the way others perceive their
roles in a campaign. A positive, can-do person with a willing attitude and
strong connections can make a huge difference in a leadership role.

+* Having unrealistic expectations: If you raised $100,000 last year, you
may be shooting too high to aim for $300,000 this year. Be realistic in
your needs statement and in the goals you set as a result.

v Dealing with bad timing: If your organization has recently suffered a
setback in the news — a board member resigned in anger; a legal suit is
pending; a large funder just denied a gift — this may not be the best time
to launch a fundraising campaign. Better to do damage control now, wait
until a better moment, and try again later. Conversely, if you've just had
a big win, consider getting your campaign going on the coattails of your
success.

v Doing too much at once: Are you starting your annual campaign while
running a capital campaign and planning an endowment campaign? Fight
the temptation to overdo. Although all components are necessary and
needed, you can burn out your donors and confuse them with mixed
appeals. Better to be clear and consistent — and build your fundraising
programs slowly, over time.

QMNG/ Can you run an annual fund and a capital campaign at the same time? Sure
Y you can — and many organizations do. But there could be a danger involved.
People and corporations who normally give to your annual campaign may
think that their capital donation takes care of that contribution as well — and
as a result, your annual fund could come up short this year.



88

Part I: Putting Your Fundraising Ducks in a Row

To counteract that problem, make your annual fundraising efforts clearly dis-
tinct from your capital campaign, and be willing to say to Joe Donor, “We
really appreciate your donation to our capital campaign, Joe. Your contribu-
tion will help us create a beautiful atrium for patients. And by increasing your
annual gift to our annual fund, you can make sure that even a greater number
of patients are able to use our services and enjoy the new atrium.”

See Chapter 18 to find out more about annual campaigns; for capital cam-
paigns, see Chapter 20.

Budgeting Your Fundraising Efforts

You've no doubt heard the phrase “it takes money to make money.” Fund-
raising dollars are spent to raise funds — that’s a fact that some donors may
question if your fundraising efforts seem too extravagant. You are in the busi-

ness of raising money and you had better go about it in a businesslike way.
To meet your goals most effectively — raising the funds your organizations
need in order to meet the focus of their missions — you need to walk a fine
line that includes careful planning, budgeting, and accounting for the moneys

you bring in and spend.

A budget is a financial plan that shows how you intend to use your resources
to pay the expenses you incur to fulfill your mission. Your budget, which is
approved by your board, is an important planning instrument and a way in
which you show potential funders — whether those funders are individuals,

When opportunity strikes . ..

Out of the blue, a bolt of awareness may elec-
trify your cause. For example, take the horren-
dous tragedy of school shootings. This issue
has stirred up (and rightfully so) discussion on
issues related to teens and families, gun con-
trol, media responsibility, and more. If your
agency has a mission related to any of these
areas, you have experienced firsthand the cur-
rent of societal awareness as it turned in your
direction.

Although you cannot prepare for such occur-
rences when you are setting up your fundrais-
ing plan, be aware of the pulse of your
environment. ldentify issues that are related to
you and keep your eye on them. Take advantage

of stories in the news — when the link is gen-
uine — to help potential donors understand
better than ever how your organization can help
battle the ill they are concerned about.

Does this sound distasteful, as though it is in
some way exploiting tragedy? In a circum-
stance as horrendous as school shootings,
with the wave of pain — both personal and cul-
tural — that follows, a natural need for healing
and action comes soon after. If your organiza-
tion can be a legitimate part of that healing and
can help provide some of the answers that will
keep such horrors from happening again, that's
not exploitation — that's a real opportunity to
further your mission.
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corporations, or foundations — the black-and-white detail of your fiscal
responsibility.

Who drafts the budget? The budget is one of those important items that
requires a team to complete it. You may do the first draft of the general
budget, if you are the executive director. As a development person, you may
be asked to draft the fundraising portion of the overall budget. But, similar to
the case statement, be prepared to answer questions and make changes after
the board review. And it’s never a bad idea to fly your proposed budget past
your financial officer first, just to make sure that you didn’t miss anything.

Making sure you include everything
in your budget

The categories in your individual budget vary depending on the type of work
your organization does. There are a few givens, however. When you are plan-
ning out the expenses of your fundraising program, be sure to consider costs
in all the following areas (the top four are likely to apply only to larger agen-
cies and organizations; smaller organizations or community groups may have
only one or two paid staff, if any):

v~ Salaries and wages

v Pension plan contributions

v Employee benefits

v Payroll taxes

v Supplies

v Telephone and Internet access

v Web site design and maintenance

v~ Utilities

v Postage and shipping

v Rent

v Equipment costs

v Printing and publications

v Travel
You may be familiar with Form 990 — the IRS form that nonprofits use to pro-
vide full disclosure of their activities and finances. While you are putting
together your budget, think about data you need for the completion of your

990 and plan your budget categories accordingly. (You can get a copy of the
Form 990 online at www. irs.gov.)
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Figuring out the cost of profit

So how much money does it take to make money? Different types of vehicles
require different investments, but the range runs from 10 cents on the dollar
for major gifts, planned giving, and capital campaigns to 50 cents per dollar
raised for special events. This range of costs is another good reason to make
sure that you select the right vehicle.

Some nonprofits make it a part of their “good stewardship effort” to keep
their overhead costs — in the administration and fundraising areas — as low
as possible. The United Way, for example, prides itself on keeping overhead
costs to less than 10 cents on the dollar. Other organizations make every
effort to ensure that most of the contributions they receive are applied to
their mission.

In recent years, we've seen stories in the media about charitable organizations
that take huge cuts for themselves — paying exorbitant salaries and taking
huge liberties — from the dollars their supporters provide. These few organi-
zations have created a cloud of suspicion that a fundraiser must overcome —
today’s donors want to know where their money is going and see evidence
that it is, in fact, going where you say it’s going. For this reason, you need to
be open and forthcoming with your financial information, and keep your
fundraising and overhead costs as low as possible. This open communication
is an important part of creating a solid, respectful donor-agency relationship.

Knowing when to outsource
and when to hire

One big question for many smaller nonprofits is when — and if — to hire a
development staff member. Can the cost be justified? Should you really be
thinking about adding a salary when you are still worrying about paying the
rent from month to month? Common experience seems to prove that hiring a
professional to create and carry out development efforts more than pays
back the expense, but still, this is a big step.

We work with a religious nonprofit that has been struggling lately with this
very issue. The question was posed: “If we had the money, what would we do
next: hire a development person or a part-time outreach minister?” Much
debate ensued and finally it was decided to go with the development person.
The thinking was that hiring a development person was the way to grow the
organization, which would ultimately bring in the additional minister.
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Every organization faces similar dilemmas at various stages of growth. It
helps to return to your mission statement, your goals, and your objectives
whenever a major planning decision comes into play.

If you aren’t ready to bring a development person on staff, you have other
options available. You can train a corps of volunteers, but that can be a hefty
responsibility if you're thinking about doing a substantial fundraising cam-
paign. Another option is to contract with a third-party company or consult-
ancy. From feasibility studies to campaign strategies, from plans to event
management and reporting, third-party businesses are ready, willing, and
able to take over campaign leadership and planning. Think about the pros
and cons to putting this work into the hands of others who may not be work-
ing from the same point of passion that you and your board are coming from.
Consider a compromise solution: Hire the third party to work closely with
your board to design the campaign, and then let impassioned volunteers do
the actual fundraising work.

People who have a passion for your mission must do the actual execution of
the fundraising plan, or you'll fall short of your goal and perhaps lose some
good relationships in the process.

Observe two sides to the outsourcing issue — you'’ll find it to be a hot and
lively debate if you climb into the middle of it. The best advice here is to
think through both sides carefully.

Good reasons to outsource may be
v Your stakeholders are ready and you have the interest and ability to

launch a fundraising campaign but not the necessary leadership.

v You're preparing to start your first fundraising effort and want to benefit
from the expertise of an experienced consultancy.

v You have a close working relationship with the third-party agency and feel
that their objectivity would help you create and run a better campaign.

Good reasons to hire a development professional into your organization
instead of outsourcing may be

v You're a startup organization and want one person to coordinate the
design and implement the entire fundraising system.

v You feel that having a person on staff who is in alignment with your mis-
sion is critical to successful fundraising.

v You have salary moneys available (well, this doesn’t happen every day!)
and you want to bring in a person to work in relationship with your board
to help the entire organization take a more active role in fundraising.
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Sometimes, just telling the board, “It’s time to hire a development person!” is
enough to get them thinking more seriously about ramping up their fundrais-
ing efforts.

Whatever you decide, be prepared to discuss the issue long and hard. Whether
you choose to outsource development or hire a new staff member, finding
the right person for the right job is a key ingredient in making the whole
system work.

Remember that outsourcing doesn’t have to be all or nothing: You may want
to work with a consultant on the development of your mission statement, the
planning of a specific campaign, or the training of key fundraising members of
your board and staff.

Using fundraising software

Fundraising software can help you organize your fundraising plan and your
donor lists and provide valuable reports and analysis of your results. Should
you make the investment to not only buy the software but also to transfer all
your data into it? The answer is yes, yes, yes!

First, the odds are you don’t have to reinvent the wheel here. You can prob-
ably import the donor lists you now keep in a spreadsheet or word process-
ing program into most mainstream fundraising programs. After you have your
current data in such a program, here are the areas in which you can expect to
reap benefits:

v Donor management, including cross-references among family members
and co-workers

v Volunteer management, including scheduling and tracking of hours
worked

v Membership management, including keeping track of renewal notices,
membership cards, and more

v Pledge processing with cash-flow projections and delinquent notices

v Major gift management, tracking memorial gifts, and generating auto-
matic acknowledgements

v Direct mailing and other campaigns
Yes, you may have to spend some time inputting data into the software, and

yes, you may have to spend some more time training volunteers and staff to
use it. But in the end, it makes your organization keep track of all the details
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more efficiently, and your organization profits from keeping a record of its
activities, which helps you develop and grow.

Here are some fundraising software products worth a look:

v DonorPerfect (www.donorperfect.com) has a lot of cool features; you
can purchase the software or buy a monthly subscription online.

v FundRaiser Software (www. fundraisersoftware.com) is a simple-to-
use fundraising software tool. The basic version is priced at only $89
(but check for current pricing!).

v~ eTapestry (www.etapestry.com) is a Web-based fundraising software,
which makes it easy to update your records from anywhere, not just
from a single office location. If several people work on your records from
their homes, rather than a centralized office, this is a logical option.

You may also consider Internet-based member relationship management sys-
tems. You pay a monthly fee for the service that provides you with online
tools for managing and tracking online campaigns. A leading example of a
member-relationship management system is GetActive (www.getactive.com),
which starts at $1,050 per month. A lower-cost, less-polished example is
MemberClicks (www.memberclicks.com), which can be as low as $50 per
month. See Chapter 17 for more about use of online fundraising techniques.
\\J
Many companies offer free trial versions of their software that you can down-
load and try to see if it’s right for you.
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In this part . . .

Flis part focuses on the donor — the most important
person in your fundraising effort. Meet your donor
and find out how your agency and your donor’s interests
coincide. Discover how to research everything from your
donor’s interests to giving trends. You see how you can
turn a “No” into a “Yes,” and how to work with your donor
to ever-growing levels of involvement.




Chapter 6

Getting the Lowdown
on Your Donors

In This Chapter

Finding out who cares

Recognizing types of donors

Doing a board survey

Investigating prospects

Using the Internet as a research tool
Creating a donor research system
Keeping donor research confidential

Fis chapter is all about “the who” in your fundraising plan. You find out
who cares about what you do and who cares about the people you serve.
In this chapter, you explore various ways to find the donors who are most
likely to catch the spark of your organization and involve themselves in your
cause with money, time, and other gifts.

Finding Vour Stakeholders

A stakeholder is, logically, anybody who has some stake in what you do. Your
work impacts them in some positive way. Your failure may have the opposite
effect. These are the people you want to research as possible donors. Stake-
holders may be board members, staff, volunteers, clients your agency serves,
or vendors and corporate contributors to your cause.

Different agencies may have different types of stakeholders. Here’s a list of
people who may be invested in what you do and who may just be able to
make a greater investment:
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v Your clients: These are the beneficiaries of your services. Who can
better understand how worthwhile your mission is than those who have
experienced it firsthand? For example, the family of an Alzheimer’s
patient who found a daytime caregiver and developed better coping
skills through your organization is a potential contributor. The patient’s
family members believe in your cause because they have had a personal
connection with it.

+* Current and past donors: Current donors are those who believe enough
in what you do to donate their time, energy, talent, and money to your
cause. Past donors are the people who have given to you in the past but,
for whatever reason, may not be giving now. At some point, your cause
inspired them to give, so it can again.

v Major donors: These are the people who give at a high level and are
already aligned with your mission and your message. They have made
the connection between spark and action and already support you, per-
haps with their time and effort as well as their dollars. See Chapter 21
for more about major donors.

v Your staff: These are the champions of your cause. You know that your
staff members believe in the work they do because they commit a signifi-
cant amount of time and energy to fulfilling your mission. Staff members
are in the unique position of being able to see the results of what you do
and have a sense of the continuing and far-reaching possibilities of your
organization. For example, staff members of a research think tank see
the research being done, the people benefiting from that knowledge, and
the possibilities for the future. Staff members in an arts organization see
increasing support for the arts, productions of exciting programs, and
strong and growing arts education programs. Your staff, believing in the
mission, is a logical potential donor pool for your organization.

v Your board: These are the people who steer the course for your agency.
Who should believe in the work you do more than your board members?
Your board members care enough to commit their time, their effort,
their vision, and often their professional and personal resources; they
should also be giving financially.

Chapter 4 talks about the importance of having a board committed to
the cause and the need to get everybody giving. Foundations look for
100 percent board giving as one of the criteria for funding. But beyond
that, having a board that includes all-giving members is a good example
for all the other stakeholders, from staff to volunteers to clients.

1 Neighboring organizations: These are people or groups in your commu-
nity that benefit from the services you offer. Certainly you have agencies
and businesses in your area that are glad you exist. For example, per-
haps you buy used vans for a meal-delivery service from a particular
dealership. The dealership is probably glad to get your business and
may make a good potential donor. Or, if a local community theater works
in tandem with a larger theater arts agency from time to time, the
agency may be a good source of donations of money, costumes, or
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props. Similarly, the human services agency in your area may be able to
come up with a list of collaborative possibilities, such as groups you
know in your agency’s category and the people these groups work with
and serve.

Recognizing Your Bread and Butter:
Individual and Small Contributions

As we note in Chapter 1, individuals give more to charitable organizations
than any other giving group. Gathering all those many small donations can
really add up: In fact, they typically add up to more than any single large gift
resulting from that grant, corporate sponsorship, or other large gift you’'ve
been hoping for.

The smartest nonprofit organizations don’t stop with getting the $25 dona-
tion from Mr. X each year in the annual fund drive. They want to bring Mr. X
along, first securing his gift for a repeat year and then upgrading it to a higher
amount. Over time, Mr. X gets more involved with the organization and con-
tinues to give at a higher level. Ultimately, his involvement may lead to a
high-level gift, such as a major gift, a lead gift in a capital campaign, or a
bequest for your organization’s endowment.

WMBER
Small gifts are so valuable because they have the potential to grow into large
gifts through a continuing relationship with the donor.

Understanding donor levels

Donors come in all shapes and sizes, as well as giving levels. Your organization’s
fundraising environment is comprised of four distinct levels of involvement:

v Level 1: People closest to the heart — and hopefully the passion — of
your organization, including members of your board, agency managers,
and major givers

v Level 2: People who work with or are served by your organization,
including volunteers, staff, general donors, members, patrons, and
clients

v Level 3: People who may have given to your organization in the past but
are not active givers now

v Level 4: People in the general population you haven’t reached yet who
have interests compatible with your mission but who as yet don’t know
you exist
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Figure 6-1:
The four
levels of
donor
involvement.
|

Figure 6-1 gives you an idea of the four levels of donor involvement in relation
to one another. These four levels represent the groups and individuals in
your immediate fundraising environment.

Level Four:
* General population
¢ Possible donor with
compatible interests

Level One:

* Board members

* Agency management
* Major givers

Level Two:

Level Three: :\Slgel#fnteers
- pormer. dotors * General donors
¢ Past clients iy
* Family members of former donors : Pa%(p;nirs
e Clients

Capturing data on possible donors

Write down any names that come to mind in each of the top three donor
levels. Later you can plug the data into your donor tracking system (see the
section, “Designing an Effective Research System,” later in this chapter) so
you can follow up on it.

v First, identify by name those people involved with your organization at
Level 1.

v Now list the Level 2 donors. If you have a small volunteer group or staff,
you can list the individuals by name if you want. Make notes to remind
yourself of specific people to look up, resources to use, or people to
interview for fact-finding in each of these areas.

v Next, list your Level 3 prospects. Record any people you know of who

L3

have fallen off your organization’s “active” list.

When people stop giving, it doesn’t necessarily mean that you’ve fallen out of
their favor. Maybe they need a reminder. Maybe they need a “we’ve missed
you!” note. People who have given in the past are more likely to give than
those who have never given to your organization. Make the most of your
existing resources to help build your list and keep it active.
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Doing Business with Corporate Donors

In recent years corporations have come to realize that they get a double ben-
efit from giving to nonprofit organizations. They up their socially responsible
image from a public relations standpoint, and they retain employees by sup-
porting the causes their employees are interested in. Beyond the benefit of
corporate giving, employees of these companies strengthen volunteer pro-
grams at these nonprofits and may even serve as giving board members or
major donors.

Here are a few questions you can ask as you think about how and whom to
approach for corporate giving:

v Which corporations give to your organization now?

v Which corporations in your area would have a link to your mission?

v Which corporations give to organizations that are similar to yours?

v Which of your board members, if any, have direct links to corporations?
v Whom do you know at any of the potential donor corporations?

v Which local corporations could you invite to participate on your board?

v What corporations might benefit from the positive publicity of being
involved with your mission?

If you don’t have any strong personal, peer-to-peer links to someone at a cor-
poration in your area, subscribe to your local business journal or get the
member lists published by your local Chamber of Commerce. The member
list includes all kinds of companies, such as major electrical contractors,
banks, real estate companies, and insurance businesses that you can
approach for a corporate donor relationship.

Cause-related marketing is a popular approach for corporations that also ben-
efits nonprofit organizations by linking them with a business. The business
provides needed equipment or services for the nonprofit, and the nonprofit
provides visibility in the community for the business by advertising the help
it received. The business then benefits from the “good guy” image and the
organization benefits from the exposure and the share of the proceeds they
receive. For example, a computer company forms a link with an organization
that works with kids with disabilities, or a local business may make itself a
visible patron to a particular theatre or musical organization.

If your mission has national or international appeal, you aren’t limited to your
local area. Your research should continue on a larger scale. Start with the top
corporate givers featured in the publication Giving USA (www.givingusa.org).
Work through the list and see which corporate giving programs fund the type
of programs you offer.
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Additionally, keep on top of who’s who at various corporations and keep your
thumb on the pulse of the giving market. Print resources can be handy; order
them online or from your local bookstore.

Note that some of these publications carry a big price tag, sometimes six
hundred or more dollars. To keep your costs down consider buying a new or
used copy, but don’t skimp and buy an older edition. Always buy the most
current edition: it’s worth it.

The following publications can provide a resource for your corporate
fact-finding:

v Corporate Giving Directory 2004, Taft Group, ISBN: 1569954674.
v The Chronicle of Philanthropy, http: //philanthropy.com.

v Fistful of Dollars: Fact and Fantasy About Corporate Charitable Giving,
Linda M. Zukowski, EarthWrites, ISBN: 0966131428.

v Giving by Industry: A Reference Guide to the New Corporate Philan-
thropy 2003, Michael Abshire (Editor), Aspen Pub., ISBN: 0834221470.

v National Directory of Corporate Giving, The Foundation Center, ISBN:
1931923051.

Most big corporations publish a brochure about their corporate giving pro-
grams. Sometimes the programs are specialized and very focused, and some-
times the programs are general and support a wide range of causes. A common
thread runs through many corporate giving programs, however: they often are
interested in things their employees care about or in nonprofits that serve
communities where their employees live.

A giant multi-figure check might be the thing ¢~ In-kind or pro bono services
you'd be happiest to see, but in fact, corpora-
tions give in a variety of ways:

v The ever-popular donation

v Matching gifts, in which the corporation or sponsorships for programs
matches a gift made by an employee

v Encouraging volunteerism

v+ Donated equipment an organization or a group of organizations

Different ways that corporations give

v Donated space, such as office or ware-
house space

v~ Partnerships, as in cause-related marketing

v Foundation gifts

v Employee days off to volunteer as a group to
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Finding Foundations that Care

Foundation giving can be a great boon to your organization, but getting that
grant is sometimes a time-consuming and lengthy process. Do your home-
work, so you don’t waste your time or the foundation’s by submitting a grant
that doesn’t have a chance of succeeding. That means finding good research
sources that help you understand which foundation is likely to be a good
match to your mission.

The first step is to get your hands on the foundation giving guidelines to see
what types of organizations they tend to fund. In addition, check out some of
these resources for foundation knowledge:

v The Foundation Center, http: //fdncenter.org: Find useful statistics,
links, and even online orientations about becoming a successful grant
seeker here.

+* Donors Forum of Chicago, www.donorsforum. org: There is useful
information here about the three types of foundation, independent, cor-
porate, and operating, as well as links to various foundation directories.

v Guidestar, www.guidestar.org: This online research site allows you to
post information about your organization that donors or grant makers
can browse to find matches to their mission. They also have information
about more than 118,000 private foundations. Guidestar’s Grant Explorer
product helps you look at historical information on foundation funding.

P If you're scouting foundations, you can get a foundation’s annual report by
simply calling the foundation and requesting it. (You can order most founda-
tions’ annual reports online now.) Foundations pay out a percentage of their
holdings in contributions. How much and in which different areas these foun-
dations have given is available to the public on request.

Asking Your Board All
the Right Questions

Luckily, all the work of identifying potential donors doesn’t fall on your shoul-
ders. Your board is instrumental in helping to identify the people and resources
that can make your organization grow. The most important way to get your
board productive in advancing funding is to get them away from the regular
stuff they do and do a little dreaming about donor research and support. An
off-site meeting enables board members to let go of the operating expense
hassles and focus on the long-term picture.



1 04 Part ll: Finding — and Winning Over — Donors

A\

What questions do you put to the board when you get their attention? You may
have a list of your own, but as you explore areas in which you find donors to
give to your cause, the two in the following sections are important:

Where did we forget to
expand our donor base?

As you think through your strategic plan, you will probably discover unmet
needs you want to address. And because you are now exploring a new
market, these discoveries can uncover some more potential donors. This is
one way to expand your general donor base.

The following questions can help you explore areas that your organization
may not have thought about yet:

v Do we have new members or subscribers coming in regularly?

v [s our group growing or stagnating?

v What areas of activity could our organization be considering?

v Are any of our programs outdated or unnecessary?

v Have we identified new programs that would reach new populations?

v What is the average age of our members? Do we need to implement
strategies to reach a broader group of people?

For example, a symphony that plays primarily classical and pop music wants to
expand its donor base. Its members are worried that its current series isn’t
bringing in new patrons. The symphony needs to try something different. When
the board recognizes the need (“We need to reach a new group of people”), it
decides to take the symphony out into the community and change the musical
selections. The idea produces several new venues, including a hugely successful
program called Symphony on the Prairie, which brings the symphony out under
the stars with audience members listening from their blankets or tables — com-
plete with boxed dinners — in a natural amphitheater in the countryside. As the
success of the idea grows, corporations realize the benefit of providing clients
and families with a nice night out on the prairie, and as a result, the symphony
gains a huge audience in the corporate market.

In the medical field, this idea of discovered need appears in the area of pre-
ventive medicine. For example, years ago, the idea of prevention appeared to
work against the care that hospitals offered. Today, people realize that a
focus on prevention is better for patients, families, and even hospital sys-
tems. Patients quit their sick beds and hospitals open wellness programs.
And a new opportunity for giving appears. Today, people who may not want
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to donate money to a new burn center for the local hospital may instead be
interested in helping fund the hospital’s accident-prevention program —
same donor, same hospital, different cause.

Who did we forget to ask?

In addition to the possibility of adding new programs that bring new donors
to your door, you may be (and probably are) overlooking potentially valuable
donors who are as close as your boardroom table. Remind your board mem-
bers to think of friends, colleagues, and other contacts they have who may be
interested in donating to the organization.

If your board is lukewarm about using its collective contacts, try a little
experiment. At the next board meeting, take a set of 3 x 5 cards, and five min-
utes before the meeting is adjourned, say, “I am working on donor prospect-
ing this week, and I'd appreciate it if before you left today, you’d list three
peers you feel that could be potential donors to our organization. And while
you’re at it, put a check mark beside those you’d like to suggest that we inter-
view as possible board members for the future.”

Using Table 6-1, list the potential donors your board members come up with
and add a few of your own, too. You can then find out more about the individ-
uals by talking to the board member who recommended them or doing your
own sleuthing. Write the donor’s or company’s name in the Potential Donor
column. In the Individual/Corporate column, you can write / or C to indicate
whether the donor represented is an individual or a corporation. Write the
contact’s name or how the potential donor is linked with your organization in
the Link/Contact column. In the “Ability to Give” column, you can write Y or N
to indicate whether the potential donor has the financial means to give. Finally,
the column “Links to Major Donors” indicates whether the donor may be able
to open the door to other people in positions of power or affluence. You can
indicate Y or Nin this column.

Table 6-1 Data on Level-4 Donors

Potential Individual/ Link/Contact Ability to Links to Major
Donor Corporate Give Donors

Jim Smith | Cousin uses Y Y

our services
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“@N\BEI; Your donor list is your most important fundraising asset. Everything you do, all
& your contacts, all your programs, is linked to the people on your donor list —
those who contribute and align with your mission. Remember that your vol-
unteers are also potential donors, and that treating them right, cultivating
them well, recognizing their contributions, and inviting them to participate at
ever-increasing levels is not only a smart business decision but also helps
build the donor/volunteer and donor/organization relationships.

Checking Out Philanthropists

Say that your board came up with some great names of potential donors for
you to follow up on. What do you do next?

Or maybe your board came up with a list of duds. Nobody has the type of
resources you are looking for. Now what?

These are two very different situations, so we look at each individually.

Pursuing promising prospects

You have a great list in front of you of 15 of the top givers in your city, with
links through the board members who know them personally. What do you
do next? Next, you need to do more homework.

Your homework now involves finding out personal, financial, and professional
information about the donor before you meet her so that you can strategize
the relationship you hope will develop. Your strategy includes finding out
what type of contribution the donor may be able to make to your organiza-
tion, what type of investment would appeal to her based on commitments
she has made to other causes, and how you will approach the prospective
donor when you meet her and when you ask for her commitment.

You need to know at least the following information about high-level donors
before you meet with them for the first time:

v The donor’s general financial picture

v Why he may care about your organization

1 What other organizations he has given to

v How much money he has given

v His pet projects and high-level interests

v His accomplishments and awards

v The people in your community that he respects
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The most effective fundraising takes place between peers, which means that for
the best results, the board member who identified Mrs. V. as a good prospect
should be the one to call on her. He is her link to the organization, he knows her,
and he can say, “You know, Gladys, I'm on the board of this organization, and I'm
really proud of what’s going on here. Last week when I visited the new wing we
just opened, I thought of you and Robert and how we all worked together to get
Mercy Hospital that state-of-the-art cancer center. I think that you'd be amazed
to see what we're doing here for the kids. Would you like to come over for a tour
of our facility? I'd like to show you around myself. And maybe we can have
lunch together afterward, if you have the time.”

You can see that Mrs. V’s relationship with the board member is a key com-
ponent in furthering her interest in your cause. What’s simpler than a friendly
tour and lunch? And what could be more likely to entice a donor into giving
more toward the good work she can see being done at Mercy Hospital? See
Chapter 9 for more information about “the perfect ask.”

Finding the silver lining
with unlikely prospects

Even if your board survey comes up dry, you still have plenty of places to
start to build your donor list and look for those high-level donors.

Begin with these ideas:

1 Examine lists (public lists, that is) that similar organizations keep of
their donors. For example, an art museum looks at the patron list pub-
lished by the symphony and vice versa.

v Keep an eye on your community. If you get the local paper, you see
names of local philanthropists cropping up repeatedly in print. Likewise,
keep an eye on national, international, and online news if your mission
reaches farther than a local constituency. Watching, listening, and taking
notes can help you discover potential resources you may miss if you
don’t keep your fundraising eyes open.

v~ Visit the places where people go to be seen. Certain places in your
community are equated with a certain status. Perhaps one of the gather-
ing places is a formal garden, an elegant historical inn, or an arts center.
Visit these places and read the plaques on the walls; look at the named
statues in the garden; pour over the portraits on the walls. This type of
sleuthing can show you which families in your area have wealth — and
are using it to further causes that capture their imaginations and their
passions.
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Researching the Internet Way

\\3

One of your best research tools today is the Internet. It provides a huge
amount of information that is easily searchable. You can use it 24 hours a day
and 7 days a week, where your local library or Chamber of Commerce may
close its doors every evening.

Here are some of the most useful tools and approaches to use when research-
ing online.

Browsing Web sites

There are all kinds of Web sites that could be useful to you in building a donor
list. Certainly if you are researching a potential corporate giver, you should
visit the corporation’s Web site. But here are some other sites to look for:

v Sources that giving information, such as The Foundation Center (£dtn
center.org). You find data, links, and articles to help you do what you do.

v Discussion boards related to your organization’s mission may give you
some ideas for future programs and how you approach potential donors.
By “listening in” on conversations about arts funding, for example, you
may get a better picture of your potential donors’ concerns and interests.

v Foundation and other giving organization sites to get annual reports and
press releases, as well as their funding guidelines.

Features such as bookmarking favorite sites, history lists of sites you've vis-
ited recently, and research tools can make your browsing experience much
easier.

Using search engines

Search engines abound online, and they’re very useful tools. But not all
search engines are created equal. The search tools each offers may vary,
allowing you to search with questions rather than keywords, for example, or
providing advanced search features to pinpoint your search more accurately.

Try out different search engines to see which one works best for you. Look at
the help for each engine to see how they recommend that you enter search
terms. For example, Google searches for sites that include all your search
terms first, where Yahoo! searches for sites that include any search term.
Usually sites that include all the words you enter are more appropriate to
what you want.
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Locating people online

Donor research means that finding out about people and the Internet pro-
vides great resources for doing that. White pages for just about every town
can be browsed online. Here are other tools for finding people:

v Corporate sites often list board members or senior managers by name.

v Searching by a person’s name in a search engine may get you informa-
tion about the school they went to, a mention of them in a local newspa-
per article for a social event or corporate promotion, or some mention
of their personal interests or family.

v There are people-finder services you can use to find somebody when
you know her name and school attended, for example, but don’t have a
street address handy.

Exploring government sites

Government sites offer free information about trends in the economy that
may have an impact on future giving and regulations, tax benefits of giving,
and more. If you're planning your fundraising strategy, you may find govern-
ment sites such as these useful:

v The IRS (www.irs.gov).

1 The Catalog of Federal Domestic Assistance (www.c£fda.gov).
v Combined Federal Campaign (www.opm.gov).

v The US Nonprofit Gateway (www. firstgov.gov).

Also check out specific agencies related to your mission, such as the
Administration on Aging or the Administration for Children and Families.

Designing an Effective Research System

After you identify new donors, how do you keep track of all the information
you accumulate? Your donor research system should be comprehensive
enough to store all kinds of data from multiple meetings, because you're
going to be meeting with potential high-level givers more than once or twice
and will need a way to essentially track an entire relationship. Such a system
requires a lot of time and planning.
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Creating an effective donor research form

The following list outlines the most important categories of information you
need on your donor research forms or database records:

v Administrative Data: The date the form or record is created, the name
of the person creating it, and the way in which the donor was referred to
you (board member, other donor, friend, mailing, event, other)

v Name and Address: The first, middle, and last name of the donor; the
residential and business addresses; phone numbers and e-mail
addresses; and the donor’s title

v~ Interests and Business Affiliations: The donor’s professional position
and memberships; foundation or philanthropic interests; awards and
honors; key relationships; special interests; and political, religious, and
military affiliations

v Education: The educational background of the donor, knowledge of any
continuing relationship with his/her educational institution, and social
or business activities that tie him/her to education

v Family: The name of the donor’s spouse, children, parents, and pets,
including any significant or relevant information

+ Resources: The names of the donor’s bank, financial planner, tax advi-
sor, and attorney

v Finances: Information on the donor’s income, assets, past contributions
made, and so on

v~ Gift Record: A listing of all gifts the donor has pledged and made to your
organization

v~ Visitation Record: A listing of all contacts made to the donor by you or a
member of your development staff or board

W v Comments: A fill-in space for comments

These tips create a great-looking donor information form:

v Use more than one page if you need to. If you want the first page to
include quick-look items, fine, but be prepared to allow for two or three
pages of information for each donor.

v Make the form easy to follow and understand. Don’t crowd too much on
the page, and organize the categories of information in a logical fashion.
You may understand the order of the items on the form, but the person
who uses the form after you leave the organization may not.

v Provide a space for write-in visits.
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v Include columns for totaling gifts and pledges.

v Create a good storage system of binders labeled clearly so you know
which records are kept there (A-D, Corporate Donors, or whatever).

Recordkeeping with computer programs

Most organizations these days have a computer, and if you do, we strongly
recommend keeping records in electronic form. They are easier to update,
print, and search. Here are some tips to starting your computerized donor list:

v Use a database program such as Microsoft Access, Excel, or Symantec’s
ACT! to organize records.

v If you prefer, find a program specifically geared to donor tracking.
Programs such as The Raiser’s Edge from Blackbaud (www.blackbaud.
com) or PG Calc (www.pgcalc.com) offer extra features beyond simple
database record organization. There are also many Web-based programs
you can use online without having to install an application on your
computer.

v Make your records granular enough to be easily searchable and usable
in generating form letters. For example, don’t have a single field for
name, but instead have a first name and last name field. Then you can
use a mail merge feature to address a more personal fundraising letter to
Joe, rather than to Joe Smith.

Tracking campaign related information

Besides your general donor recordkeeping, another donor system you should
think about goes along with a specific fundraising effort. If you are gearing up
for a capital campaign, an endowment campaign, or simply wanting to build
your opportunities for major gifts, you should devise a plan that includes the
following pieces of information:

v The number of prospects you want to identify for major gifts

v The characteristics you are looking for in major donors

v The definition of a major gift in your organization

v A Gift Range Chart for this campaign

v The number of calls you plan to make per week

v Your fundraising goals for this quarter (for midyear; for the year)

111



1 ’ 2 Part ll: Finding — and Winning Over — Donors

Evaluating your data

After you identify and contact major gift prospects, evaluate the data you've
gathered so far. Ask yourself the questions in the following list to identify
areas of information you still need to obtain:

v Overall, have you been targeting the right prospects?
v Do you want to revise the characteristics you are looking for?
v What is the average size of the major gifts you are receiving?

v s there any area where your major gift campaign is doing really well?
Are there areas that need improvement?

1 What types of responses have you been getting from donors?
v Are you keeping up with your donor record-keeping system?
v Have you been making the calls-per-week goal you set for yourself?

v How close are you to achieving your quarterly, semiannual, and yearly
fundraising goals?

Review the data periodically to fine-tune your fundraising efforts and make
sure that they’re on track.

Keeping Confidence: The Issues and
Ethics of Handling Personal Data

Some things go without saying, but we’ll say this one anyway: When you
accumulate information on a person of means in your community, you have
something other people want. People at dinner parties would love to hear
about the net worth of Mrs. V. A con artist would be interested in knowing
that you're doing research on wealthy older people in your region.

Fight the temptation to disclose what you're working on — and certainly
respect the privacy of the people you are preparing to approach. The infor-
mation you're gathering is meant to assist you in finding the right match —
both for the donor and for your organization — nothing more. When you find
the donor who shares your interest in an issue, who has the ability to give
and the motivation to do so, it’s an equitable, honorable relationship. You
help the donor make a difference in an area she cares about and she helps
you further your work. Everybody wins.
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WING/

Divulging information about the person you are researching is bad business,
bad fundraising, and bad news. This makes the donor nothing more than a
mark you are approaching to “hit her up” for some cash. It’s not about
respectful relationships anymore. And you certainly won’t keep that person
as a donor and may get a reputation for lack of discretion that scares away
many other donors, as well.

Here are a few other ethical reminders you probably won’t need:

v Make sure that your board knows and approves your methods of donor
research.

v Carefully consider whether a donor would consent to this type of
research, or would be outraged to find that such research was being
done about her.

v Be careful about computer security. Don’t post lists on your Web site,
and don’t give access to your records to sharp computer hackers via the
Internet; protect your computers with firewall or other security software.

v If you are in doubt about a research practice, check it out with your CEO
or attorney.

If you leave your position at your current organization and go to work for a
similar agency, where does the donor information go? Whether you're legally
bound by a confidentiality or non-compete clause in your employment con-
tract or not, information stays with your current organization — no question.
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Chapter 7
Meeting Your Donor

In This Chapter

Realizing the impact of a visit

Getting acquainted initially with your donor
Understanding the donor-agency relationship
Building the donor relationship

Flndraising is not for the fainthearted. And you’ll never be more aware of
that than when you sit down with your donors for the first time. What
should you do? Picture them in their underwear? Imagine a successful out-
come to your meeting? Be careful to present just the right image? All of the
above?

Smart fundraising isn’t a hit-'em-fast endeavor. It’s about relationship build-
ing, which enables donors to grow continually closer to your mission and to
help increasingly through their time, efforts, and gifts.

This chapter gives you insight into the motivations and potential hot buttons
of the donors you meet. You won'’t be visiting every donor, of course. Uncle
Joe, who sends you a $15 check every year for your annual fund, won’t
expect you to appear on his doorstep to take him to lunch. But Mrs.
Benefactor, who gave a special gift to a program fund last year, would make a
good prospect for your endowment campaign. As part of building a relation-
ship with her, visits are expected and, hopefully, welcome.

Evaluating the Importance of a Ulsit

Attentiveness is key to building relationships in the world of donor cultiva-
tion. Mailings are fine, but you won’t draw a donor closer to the mission of
your agency or higher in the level of giving chart by sending her mailing after
mailing.

Phone calls are more personal than mailings as long as they are not construed
as telemarketing ploys — at least donors hear a warm voice and know they
are getting your personal attention — but for a potentially major, long-term
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donor, plan to make regular visits. After all, you have a shared interest —
your organization and the work that it does. Take your donor to lunch, visit
her at home; bank on the fact that you are nurturing a far-reaching and, hope-
fully, continuously rewarding relationship.

When is the appropriate time to begin planning regular visits to a donor?
Donors need special, personalized treatment at the special gifts area level of
giving and above. Your goal is to secure the commitment of donors whose
philanthropic goals match those of your organization. The special gifts level
of giving is the first indication that the donor is willing to make a serious
commitment to your organization. When the donor gives you this first hint,
it’s up to you to take the ball and run with it. To nurture this important rela-
tionship, you need to do more research, make a greater effort, spend more
time, and create more opportunities for interaction with the donor.

Visits — and the time they take — let donors know that they are important,
their contributions matter, and you want them to be happy.

Introducing Yourself to Potential Donors

There are some donors who may have been giving to your organization for
several years. Some started out as volunteers helping with your big annual
event; others may have served on your board for a term or two. Over the
years, you may have sent them your quarterly newsletter and a few mail
appeals — one for your annual fund and another for a special program fund.

You can observe several things about these donors. They:

v Are engaged with the mission of your organization

1 Have had enough of a good experience to keep coming back

v Have increased both their giving and their involvement over the last
three years

As you research prospective donors for major gift solicitation, various
donors’ names come up. You evaluate the donor files, educating yourself
about several key points:

v What contacts have been made with them

v What donations they have given

v What other affiliations they have

v Their potential for giving (that is, what can you deduce about their
financial status?)
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Fully armed with a dossier of facts, you must set out to contact each of them
for a meeting.

You call a number, and your prospective donor answers. You've rehearsed
what you’re going to say:

“Hi, Mrs. Donor,” you say. “This is Jamie from New Beginnings. [ was going
over our volunteer records and I see that you’ve been giving both time and
money to our organization for three years now.”

Mrs. Donor takes a minute to process the information.

“Well, we'’re glad to help.” She says. “We’ve really enjoyed our time there.”

As the call continues, you tell Mrs. Donor that you’d like her and her husband
to be your guests at lunch, so you can thank them for their involvement and
introduce them to new happenings at your agency. Mrs. Donor says that
she’ll talk to her husband about it and asks you to call back on Monday.
When you call back as requested, the luncheon is scheduled.

Now, in order to make sure that these meetings go as smoothly as possible,
you need to think about:

v What motivates donors to give

v What you offer a donor who gives to your organization

v How charitable giving is really a win-win proposition

The following section helps you explore each of these different issues.

Examining the Giving Relationship
between the Donor and the Agency

Nonprofit organizations, or agencies, exist and thrive to help real people accom-
plish good works. It used to be that if someone in the community was ailing, you
could rally the support right there in the neighborhood, in the church, in the
family, to help the person in need. In today’s world, the needs are great and
complex, and spread around the globe. Nonprofit organizations exist to help
people help others — through giving money, time, effort, or material goods.

And, in exchange for all that the donor gives, the nonprofit offers something in
return. The relationship is not a one-sided one in which the only dynamic is that
the donor gives and the nonprofit takes. Both sides have tangibles and intan-
gibles, with the intangibles proba