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The Goettler Series

Thisarticle isone of aseries on what we at Goettler Associates consider to be
the essential elements of fund raising and institutional development today.

We have developed this series in response to interest expressed by our clients
and our colleagues in the field.

One must, however, always exercise caution in writing an article asaguide
or “how-to” piece. While the article addresses general principles, each philan-
thropic institution finds itself in different circumstances.

We like tothink that one of the qualities that distinguishes Goettler Associates
in the fund-raising field isour recognition of thisfact: thateach institution, each
campaign, eachsituation isdifferent, and that each requires the experience and
skills of a team of professionals to listen, learn, analyze, and interpret— and
then to organize and carry out the strategy appropriate to the specific circum-
stances.

On the other hand, we also recognize the need to increase awareness of the
time-tested principles of successful fund raising and to advance the “state of the
art,” so to speak. We intend this series to be an important contribution in this
respect.

Thisseriesmay also help you understand how we think and how we approach
fund developmentand advancing our philanthropic sector.\WWe hope that it will
provoke questions — and that you'll call us for answers.
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Our new century brings many exciting
opportunities to philanthropic institutions.
Trustees and chiefexecutives have more
alternatives for increasing their
organizations’ service to society than
ever before. Trends in society and the
economy favor philanthropic
organizations and the communities they
serve. Among these trends are:

* A national economy that has created
private wealth onanunprecedented scale.

* Arapidly emerging global economy.

* Apopulationofaging “baby boomers”
who havereached the prime phase in their
lives for giving back to society (by both
financial and non-financial means).

* A growing spiritual awareness that
moves beyond the materialism of the
past two decades—recognizing that
community service can bring even greater
rewards to the donorthantotherecipient.

* The internet revolution—promising
access to all, by all—offers new ways to
match an individual’s interests and
contributions to the needs of people
throughout the world.

Atthe sametime, the very forces that will
open up incredible opportunities to
philanthropic organizations in the years
ahead also have the potential to limit an
organization’s success. Consider that:

* Just as investors have become more
sophisticated in their decision-making,
sohave donors. The measures of success
may be different—but sophisticated
donors also look for a significant return
on their dollars. And they demand
discipline, professionalism, and
communication from the organizations
they support.

* While capacity to give has increased
enormously, loyalty to traditionally
favored institutions may be on the wane.
Gifts that were once considered almost
automatic (to alma mater, church, and
long-established charities) may be less
significant than gifts to newer
organizations thatbetter capture the heart
and passion of the donor.

* People dedicated to true community
service are demanding more involvement
and participation in the organizations
they support. They are interested in the
organization’s mission and values. And
they want to be assured that their gifts of
money and time are being put to the best
use. Inshort, they want much more from
the organizationthanalisting inits annual
report.

The options made available by the internet
are so numerous that donors may feel
overwhelmed and throw up theirhandsin
despair. Schools, hospitals, research
institutes, churches, social service

The very forces that open up opportunities for philanthropic
organizations also have the potential to limit an organization’s
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agenciesand cultural institutionsall clamor
for attention. And the choices don’t stop
there. Even within organizations, annual
funds, capital funds, and endowment
funds seem to compete with each other.

In the new century, the most successful organi-
zations will be those who help donors navigate
through an endless array of options—to locate
those best matched to their personal values
and aspirations. These organizations will also
foster long-termrelationships with donors by
providing greater opportunities forinvolvement
and participation.

The Case for Strategic Leadership

In the climate we’ve described, the roles of
nonprofitexecutives and trustees have become
much more challenging than in the past. Atthe
same time, these roles can be much more re-
warding than ever before.

Professionals and volunteers canno longer be
content to serve as managers of the status quo.
It’s often said that the worst enemy of business
is “business as usual”’—and the same wisdom
applies to nonprofit organizations.

Toadvance an organization, today’s nonprofit
executives and trustees must show how it can
create a better future for all those it serves.
They must demonstrate the “payback” onthe
donor’sinvestment. Above all, they must pro-
vide effective leadership—by creating an envi-
ronment where:

< Everyoneiscommitted to the organization’s
vision, mission, and goals.

9 The strategies and processes employed
by the organization are aligned with its
vision, mission, and goals.

S Allprofessionalsand volunteersinvolved in
the organization understand their roles in
implementing its vision, mission, and goals,
and all are held accountable for its suc-
cess.

S The performance of both individuals and
teams is focused on attaining the
organization’s vision, mission, and goals.

It's often said that the worst enemy of
business is “business as usual” —
and the same wisdom applies to
nonprofitorganizations.

In other words, nonprofitexecutives and trust-
ees must become what we call strategic lead-
ers. By that, we mean that they must actively
provide direction for the institution, and just as
actively implement that direction.

Strategic Planning is Not Enough!

The concept of strategic leadership, as we see
it, differs from traditional methods of strategic
planning.

Both approaches begin with an understanding
of the needs of the organization’s constitu-
ents. Once these needs are defined, the orga-
nization can clearly define its vision and mis-
sion. And once focused on this vision and
mission, the organization can identify specific
goals and the actions it must take to achieve
them.
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Too often, however, that’s where traditional
planning approaches end. How many organiza-
tions go to all the trouble of creating a strategic
plan—only to see it, once written and adopted,
collectdust onthe CEO’s bookshelf?

Strategic leadership, on the other hand, contin-
ues where strategic planning all too often leaves
off: It moves forward to transform the plans
into visible, measurable results. The keyisto
ensure that all of the organization’s resources
(i.e. financial resources, professional staff, trust-
ees, and volunteers) are put to their highest
and best use in meeting the needs of its con-
stituents.

Unlike traditional planning approaches, strate-
gic leadership is a continuing process. It’s
about changing people s expectations—and
creating the discipline to move the organization
into action!

Unlike traditional planning
approaches, strategic leadership is a
continuing process.

This process does notend witha SWOT analy-
sis (strengths, weaknesses, opportunities, and
threats). It does notend with a weekend board
retreat. It does not end with the publication of
a mission statement or a five-year strategic
plan. Thisis an ongoing process designed to
ensure that the organization continues to iden-
tify and implement, year in and year out, the
actions that will produce the desiredresults.

The Benefits of Strategic
Leadership

Strategic leadership constitutes acommitment
by an organization to anew way of leading itself
—one that focuses on delivering results. It
activates leadership to ensure that all of the
organization’s efforts are moving the organiza-
tiontoward successfully achieving its vision.

The benefits to the organization are huge. By
aligning its plans and practices with its vision,
mission, and goals, the organization:

o Activelytakes control of creating its own
future— rather than being driven by its
history and habits.

S Develops a compelling “story” to tell
constituents as it seeks their support. Be-
cause it evokes shared values and aspira-
tions, this “story” helps to attract both fi-
nancial and non-financial contributions.

< Ensuresthatitsresources are committed to
those activities which are truly “mission-
critical ” (and enablesitto eliminate activi-
ties that are not significantly advancing its
contribution to society).

S Improves its performance on critical pri-
orities—due to the increased focus and
commitmentdeveloped during the process.

< Facilitates the recruitment of trustees and
volunteers—by demonstrating a level of
professionalism and acommitment to ac-
tion that set it apart from its peers.

9 Becomes a breeding ground for lead-
ers—bymodelingaleadership process that
adds value to the professional and personal
lives of staffand volunteers.

The Goettler Series, “Strategic Leadership”

Volume5, Page 5



How Does Strategic Leadership Trans-
late into Fund-Raising Success?

Strategic leadership improves the day-to-day
and long-term performance of an organization
by creating an environment where everyone is
committed to a common vision, and knows
how to get there.

Success in strategic leadership also enables
success in fund raising and institutional ad-
vancement. There are several reasons why this
istrue:

o Aswe’veindicated, professionalsand vol-
unteers have a compelling “story” to tell
potential donors. They can clearly articu-
late the vision and mission of the organi-
zation—so that donors can make informed
choices on the basis of shared values.

< Staffand volunteers can also articulate the
goals of the organization, and why those
goals are essential to fulfilling its mission.
Armed with this “story,” they can clearly
demonstrate the link between the donor’s
contribution and the tangible service the
organization provides to society.

o Astheorganizationachievesits goals and
reports these successes to its constituent
groups, those groups gain more confi-
dence thattheir gifts of time and money are
being putto their highest and bestuse. And
success, of course, begets success. Staff
and volunteers will find that they gain more
credibility as the institution they represent
gainsmore credibility.

<2 Organizations withaclear, compelling mis-
sion, and demonstrated performance in ser-
vice of that mission, find it easier to attract
and retain high-quality staff and volun-
teers. People who choose to associate
with the organization will share its values
and have their passion engaged. They will

knowthat the organization “walks its talk,”
and will be motivated to participate in both
financial and non-financial ways. Ultimately,
the organization will succeed inraisingmoney
by telling its own success story (rather
than trading on the strength of its trustees’
relationships with prospective donors).

The Two Phases of the Strategic Leader-
ship Process

To achieve all these benefits, as we’ve sug-
gested, strategic leaders must actively provide
directionforthe institution, and justas actively
take the lead in implementing that direction. In
most, if not all cases, one or both of these
activities will lead to significant changes in sow
the organization operates. So strategic lead-
ers are change leaders.

The strategic leadership process, as we define
it,involves two interrelated phases:

1. The Planning Phase, in which the
organization’s leaders create the focus that will
drive all of its activities. Through this process,
the organization narrows its focus to a set of
goals, strategies, and initiatives which will pro-
vide the greatestleverage inachieving its vision
and mission. The organization’s leaders also
create aroad map—aplan that will take them
where they want to go.

2. TheImplementation Phase, in which the
leaders actively execute the focus throughout
the entire organization. Through this process,
the organization aligns its resources against the
focused goals, strategies, and initiatives, and
ensures that they are achieved. The road map
is their guide.

To achieve success, each stage of both the
Planning Phase and the Implementation Phase
must be actively driven by the executives and
trustees of the organization. Each stage also
requires the involvement and commitment of
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people at all levels of the organization. (The
stepsin the process are outlined in Appendix
B.)

Getting Started with the Process: Are
You Ready?

Organizations that use the strategic leadership
process typically reap substantial benefits.
There are several conditions, however, that
must be met before an organizationisready to
start the process. These conditions for suc-
cessare:

1. A commitment to the process by the
organization’s executives and trustees

The strategic leadership process is time-con-
suming, and it requires the active involve-
ment of all key leaders. These leaders must
attend the planning meetings and complete
assignments between meetings. They mustbe
willing to make hard choices about priorities,
and they must be prepared to change the
policies and practices of the organization.
While the process itself will help to create
“buy-in,” the leaders ofthe organization must
have a shared commitment to the process
from the beginning.

2. A commitment to implementation

Nothing will breed cynicism within the board and
staff faster than the realization that the strategic
plan will not be implemented. The amount of
time, energy, and expense that must be invested
in this process demands that the plans be imple-
mented. Ifthe leadership team is unsure that it
can commit to implementation, then the process
should be deferred until that changes.

3. The organization is not in crisis mode

The timing may not be right for embarking on the
strategic leadership processifthe organization’s
leadership team is fully occupied with resolving a
short-term crisis. Examples mightinclude severe
budget problems; the absence of a permanent
CEO:; orhostile relations among trustees. Before
initiating a strategic leadership process, any crisis
must be resolved—and an organization that faces
such a situation may want to seek outside help.

Organizations which meet these three fundamen-
tal conditions for success are ready to start the
strategic leadership process.

Planning the Strategic Leadership Process

Ifyourorganizationisready to begin, you’llneed
to identify a steering committee that will take
ownership of the process and guide it. This
group should be comprised of the individuals
who are ultimately responsible for the success
ofthe institution. Typically, they would include
the chiefexecutive officer, the chairman of the
board of trustees, top-level administrative staff,
and trustees who head key board committees.
This group may also choose to include internal or
outside counsel to help them manage the pro-
cess.

The Goettler Series, “Strategic Leadership”
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To get the strategic leadership process off
toagood start, the steering committee should
be very clear about its objectives. It must
determine:

S Whythe organization is embarking on the
process.

S Theresults expected from the process.

S Anyissues or concerns about the process,
and plans for resolving those concerns.

O

Who will manage the process.

S Who will participate in the process, and
what their responsibilities will be.

S A time frame and benchmarks for com-
pleting the process.

Itis very important for the steering committee to
clearly articulate these fundamental elements of
the process. Indoing so, it provides the orga-
nization with clear direction and objectives,
and provides potential participants with com-
pelling reasons to get involved.

Involving the Right Players
in the Process

An effective strategic leadership process in-
volves key individuals from throughout the
organization—especially during the strategic
planning phase. Broad involvement accom-
plishes two objectives:

1. Leadershear diverse points of view onthe
organization and the directions in which it
could move. This provides them with a
better base of information for setting priori-
ties.

2. Staffand volunteers are included and lis-
tenedto. This will promote faster “buy-in”
when the time comes to implement the
organization’s plan.

The number of people involved in the process
will vary, depending on the size of the organiza-
tion. Generally speaking, the participants should
include:

* Chiefexecutive officer

* Board members

* Departmentheads

* Front-line staffrepresentatives
* Volunteerrepresentatives

* Other key stakeholders (major donors,
community leaders, governing agency, ser-
vice recipients, etc.)

...effective strategic leadership
involves key individuals from
throughout the organization.

Notall ofthese participants will be involved
inevery step of the process. Forexample, you
may wish to involve your board members and
department heads in a planning retreat, and
obtain input from your volunteers through focus
groups. Whatiscritical is that each group feels
involved and listenedto—which will facilitate
their commitment to the long-term goals and
strategies you ultimately decide to pursue.

Should You Use Outside Counsel?

A well-run strategic leadership process will
produce a strategic plan thatis “owned, ” and
ultimately implemented, by everyone in the
organization. For this reason, the content of
the plan must be developed within the organi-
zation. Strategic plans developed by outside
counsel are almost never implemented—since
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in such cases, the members of the organization
rarely develop a sense of ownership.

Youmay, however, wantto consider bringing in
outside resources to help yourun the process as
efficiently and effectively as possible. By
engaging a professional planning consultant,
youshould gain:

* Processexpertise. Members of your staff
have importantresponsibilities beyond man-
agement ofthe planning process. Itisoften
more efficient and productive to enlist out-
side counsel—whose only job is to plan,
organize, and facilitate the process. That
way, the organization’s leaders can focus
on the content of the process.

» Independence and objectivity. Profes-
sional consultants are independent of the
social and political networks of the institu-
tion. They can bring to the process an
objectivity that “insiders” often cannot. They
can ask the hard and sometimes unpopular
questions that will help the institution exam-
ineitself more honestly and completely.

o Team effectiveness. A professional con-
sultant can bring strong facilitation skills that
increase the participation of all players;
ensure that all voices are heard; and en-
hance the group’s appreciation of diverse
viewpoints and skills. A well-run planning
and implementation process—where ideas,
values, and points of view are shared, dis-
cussed, and agreed upon—often produces
amuch stronger and effective leadership
team.

» Experience. A competent professional
consultant can bring the benefit of experi-
ence with numerous institutions, some of
them similar to your own. He or she can
draw on this experience and, where appro-
priate, bring it to bear on your own situa-
tion.

Will Strategic Leadership Help Your
Organization?

The strategic leadership processisadisciplined
approach to getting organizations to focus on
results. The process helpsleaders define and
successfully implement their goals. It can be
beneficial to almost any organization, public or
private, that seeks to improve its service to
society. The process has proven especially
effective in organizations where:

» Strategic plans have been developed in the
past, but not successfully implemented.

* Goals are frequently being added or
changed.

* Noclear vision or goals exist.

* The organization seems to produce more
activity thanresults.

+ Community and/or board support of the
institutionis not strong.

» Staffand/or volunteer departments seem to
be working at cross purposes.

* A reorganization or merger has recently
taken place.

* Anewdirection is being embarked upon
(ofteninresponse to market changes).

» Staffand volunteers often complain about
lack of direction or communication.

The Goettler Series, “Strategic Leadership”
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AppendixA:
Strategic Leadership at Work

For years, Community General Hospital has
maintained its independence, while similar or-
ganizations have been swallowed up by larger,
often for-profit health-care corporations. De-
spite industry challenges, Community General
hasremained economically strong, while still
investing intechnology and expansions. This
has been achieved through a combination of
diversified revenue streams (through commer-
cial investments such asits office building and
parking deck) inaddition to service fees (which
alone, for most services, typically do not meet
costs). Additional revenue comes from interest
income on liquid assets, as well as some annual
giving.

Hospital leaders have long been aware of the
many “issues” regarding the hospital facility and
its services. These included an overcrowded
Emergency Department, and abacked-up medi-
cal lab. In addition, patients living in town were
traveling out of the community for cancer treat-
ments, because those treatments were not avail-
ableat CGH. They faced pressure from several
trustees to “fix” the hospital’s problems.

But were there issues of which they were not
aware? How are they viewed by the staff, and
by community leaders? What “vision™ did the
hospital’s family and consituents have for their
hospital and their community? More impor-
tantly, how could this vision be realized? These
are questions that reach beyond the short-term
paradigm of “solving a problem.”

The board chair and the CEO both knew that
CGH-family and community support was vital if
the organization was to thrive in the future.
CGH needed to take control of its future, which
meant that its staff, board, and community
needed to take “ownership” of that future, and
directall resources to achieveit. This support
would have to become long term, not just
through a capital campaign. When people in-
vested in Community General, they had to see
itasinvesting in the future of their community
and their hospital. However, to create the future
meant not only a well-researched and devel-
oped plan, but the organizational structure and
leadership to ensure that its long-term vision
was realized amidst the “distractions” that are
inevitably encountered on a day-to-day basis.
It would require Strategic Leadership.

These are questions that reach
beyond the short-term paradigm of
“solvinga problem.”

Using the approach outlined in this document,
hospital leaders embarked on the Strategic
Leadership process. They organized focus
groups to assess the hospital’s “current reality”
as viewed by its constituents. They enlisted
input from people across all levels of the orga-
nization, as well as the community, to create the
vision of what this institution should become.
What unique value should they provide to the
community? What services should they offer?
What strengths could they build upon, and what
needed improvement? What were the top five
gaps between what CGH “is” and what it
“should be?”
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Obtaining input on these questions through a
series of meetings, the board held aretreatand
agreed on four specific priorities that would
advance the organization’s vision over the next
couple of'years. They included:

» Partnership withaleading cancer center to
provide cancer treatments locally

* Becomearegional leaderinaholistic ap-
proach to heath care

* Expandthe emergency department

» Develop ajoint venture to outsource lab
services

Theboard was initially surprised as they grappled
with their findings. The focus on holistic care
came straight from community input, and the
board was pleasantly surprised when it was
embraced by the nursing staff. Of course, the
nurses had been listening to their patients all
along, so they knew this was aneed! And the
board also was surprised that the idea to
outsource lab service came from the lab itself—
the technicians were not pleased with the qual-
ity of service they were providing, and wanted
to explore alternatives to improve that quality.

CGH has not “finished” its vision,
nor does it expect it ever will.

Also attheirretreat, the board identified how it
would define and measure success on each of
these priorities, and assigned board “champi-
ons” to each priority to spearhead strategy
development. The champions then formed

cross-functional committees of staff and lead-
ers to develop specific strategies and tactics,
which were reported back, discussed, and en-
dorsed by the full board.

Afterthe strategies and plans were completed,
the board realized its own “work” needed to
change in order to achieve the vision. The
champions ofeach strategy became energized,
butbegan to realize that not all members of the
board were pulling their weight. The board
undertook a serious examination of the roles
and expectations of its trustees, and identified
several “non-negotiable” expectations regard-
ing financial and non-financial involvement.
Most board members embraced their more
active new roles, but a couple of trustees re-
signed rather than step up their efforts. They
were replaced by new trustees who shared the
vision ofthe hospital. The board also reframed
itsmeeting agendas to focus most of its time on
discussing and supporting the strategic priori-
ties.

CGH hasnot “finished” its vision, nor does it
expectitever will. Throughthis process, ithas
created a culture of ownership across its board,
staff, and community. Givingis up, staff morale
isup, and the community is beginning to view
CGH asacomprehensive health resource in the
community. Accordingtothe CEO, “Tusedto
feel like I was on my own trying to drag this
place forward. Now, the board is in sync and
isproviding real leadership, making all of our
jobs much more rewarding.”

The Goettler Series, “Strategic Leadership”
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Appendix B:
The Strategic Leadership Process,
Step by Step

As we’ve indicated, the strategic leadership
process consists of two major interrelated
phases: the planning phase and the implementa-
tion phase. Each phase includes six steps that
must be completed for the organization to fulfill
its vision, mission, and goals.

Phase I: The Strategic Planning Process

During the planning process, the organization’s
leaders create the focus that will drive all its
future activities. Through this process, the
organization narrows its focus to aset of goals,
strategies, and initiatives which will provide the
greatest leverage in achieving its vision, mis-
sion, and goals. Each of the six steps in this
phase leads to greater focus and clarity on the
direction in which the organization wants to
move.

1. Research and analyze the organization
and its environment

To get a strategic planning process off to the
right start, all participants need to have acom-
prehensive understanding ofthe environment
inwhichthey operate. Relevantinformation
about constituent needs, market realities, and
organizational capabilities must be made avail-
able to planning participants for their review,
reflection, and analysis. With this information,
participants canidentify all of the possibilities
available for the organization to pursue.

We often find that some of'this information is
readily available, while other data has to be
collected through surveys or focus groups. It
isespecially important that participants in the
planning process understand:

Implementati?

Constituent/Market/Organization nformation

Vision/Mission
Goals
Success Measures
Plannin g Strategies
Phase Initiatives/Tactics

Role Clarification

Communication

Phase

Team Effectiveness

/ Measurement and Reporting \

Feedback and Coaching

Recognition and Reward

* The needs, preferences, and satisfaction
levels ofthe organization’s constituents.

*  Market conditions and the organization’s
performance in the marketplace.

» Bestpractices in key organizational pro-
cesses (e.g., program development and
implementation).

* The organization’s strengths and weak-
nesses.

During the planning process, the steering com-
mittee should provide forums where partici-
pants canreflect on the meaning and implica-
tions of information relevant to many levels of
the organization. Volunteers, professional staff,
and trustees may reach different, but equally
valuable conclusions that will inform the rest of
the process.
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2. Describe the organization’s vision and
mission

Armed with an informed view ofthe possibili-
tiesavailable to the organization, participants
are ready to articulate the vision and mission of
the institution. The key questions that need to
be answered are:

S Whatisthe unique value that we provide to
our constituents (clients, community, do-
nors, volunteers, and staff)?

S What impact do we intend to have on
society?

2 Whatdo we, as an organization, aspire to
become?

Aneffective vision “paints a picture” of where
the organization intends to go, and what the
organizationwill look like when it gets there.
The vision describes the desired future so that
everyone involved in the organization can easily
imagine and visualize how things will be.

The organization’s vision also provides a ba-
rometer for goal-setting and decision-mak-
ing. Most importantly, it helps to align the
activities of different teams involved in the
strategic leadership process—by providing a
“true north” or orientation point for the institu-
tion.

Equally important to participants in the process
isaclearunderstanding of the organization’s
mission—which defines the purpose of the
organization. The missiondescribes why people
come to work, open the doors, and turn on the
lights. Thisisexpressed interms of the unique
value the organization provides to its constitu-
ents.

A clearly defined mission helps leaders, staff,
and volunteers to understand how the organiza-
tion intends to realize its vision. It also helps
them to focus on those activities that provide
the highest value to their constituents (and
makesiteasierto eliminate activities thatdo not
add value to what the organization does).

Discussions of the organization’s vision and
mission should produce clear and concise state-
ments that describe what the organizationisand
what it’s there to do. The objective of this
process, however, is not to write a “mission
statement.” What’s more importantis the dia-
logue itself—an exchange of ideas, experi-
ences, and beliefs that leads to shared owner-
ship of the organization’s purpose.

3. Determine the organization’s goals

While the organization’s vision and mission
provide the context for the planning process,
they must ultimately be translated into daily
activities. To accomplish this, the
organization’s leaders must firstdefine its goals
—the priorities for action which will move it
closertorealizing its vision. The organization’s
goals indicate where it intends to focus its
resources over the next few years.

A common set of goals helps to ensure that the
activities of all constituent groups are aligned
asthey move the entire organization toward the
realization of its vision. (Naturally, not every
group will approach the goals in the same way.)

Experience suggests that most organizations
should limit themselves to five or six broadly
defined goals. A larger number of goals can
become unwieldy and dilute the organization’s
focus.
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4. Define measures of success

Success energizes an organization. It provides
a sense of accomplishment and encourages
people to dream bigger dreams. Too often,
however, organizations don’t define what suc-
cess will look like—so no one knows whether
they’veachieved it. When this happens, people
may feel that the organization is not, in fact,
succeeding. Orthey may celebrate the wrong
“successes”’—things thatdon’treally advance
the mission of the organization.

For each of the goals identified in step 3, the
organization needs to establish clear measures
of success. In each case, the question to be
answered is, “How will we know that we’ve
achieved this goal?” The answer must then be
translated into two or three tangible measures
that will be used to track progress against the
goal.

5. Develop strategies to achieve the goals

Once the organization has identified a set of
goals that will create the greatest leverage for
success, it must translate these goals into a
detailed plan of work. To accomplish this,
leaders must first develop specific strategies
for achieving the goals, based on the agreed-
upon measures of success. Otherwise, the goals
will be talked about, but notacted upon. Thisis
where traditional strategic planning most often
fails.

The organization’s strategies present the basic
logic of how its goals will be achieved. In
essence, “chunks of work™ must be defined,
assigned, reported on, measured, and com-
pletedinthe shortrun. Ifone ofthe organization’s
goals, forexample, isto “reducereliance on the
top 10 contributors in the annual campaign,” a
specific strategy mightbe to “develop targeted
communications programs to enhance relation-
ships with mid-tier contributors.”

A strategy must be defined well enough thata
person, department or project team can “get
theirarms aroundit” and carry itout. Typically,
several strategies will be developed to support
each ofthe organization’s goals.

6. lIdentify specific initiatives (tactics) to
implement each strategy

In the final stage of the planning process, the
organization identifies the specific initiatives
(or tactics) that will collectively implement
each strategy. These initiatives are the specific
projects or activities that will provide the great-
estleverage for carrying out the strategy, given
the organization’s strengths and capabilities.
Fund-raising campaigns in support of specific
strategies would be included here.

Theinitiatives are, in effect, the “deliverables”
that are produced in order to accomplish ev-
erything the organization has decided onup to
this point. The initiatives must “drill down™ the
work to an even greater level of detail than the
previous steps in the process.

Ifone of the strategies, as in the above example,
is to “develop targeted communication pro-
grams to enhance relationships with mid-tier
contributors,” the initiatives might be to “de-
velop aquarterly newsletter to update mid-tier
contributors onthe organization’s activities,” or
to “sponsor two educational seminars targeted
to the interests of mid-tier contributors.”

The description of eachinitiative should include
whythe projectis to be done; what objectives
itwill achieve; how it will achieve these objec-
tives; whenthe project will be done; and how
its success will be measured. Attention to this
level of detail helps to ensure that mere “activ-
ity” does not become a substitute for success
—and that the work being done to implement
each strategy is, in fact, the right work.
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The Organization’s Road Map
to Success

Atthe end of the planning phase, the organiza-
tion will have a documented “road map” for
achievingits goals. Like a well-researched travel
plan, thisroad map will:

9 Clearlyidentify the destination of the or-
ganization—by articulating its vision and
missioninterms that all participants in the
process can understand and embrace.

9 Identify both the starting point of the
organization’s journey and the direction in
which it must travel to reach its destination
as quickly as possible (i.e., its goals).

S Specify the route, the vehicles, and the
milestonesthatthe organization will utilize
toreachits destination (i.e., specific strat-
egies and initiatives).

Asthe organizationmoves into the implementa-
tion phase the road map will serve as a guide for
the leadership team. Once the planning phase is
complete, in fact, the members of the leadership
team should spend 80 to 90 percent of their
time actively managing the implementation
of the initiatives contained in the road map.

A word of caution: The greatest temptation in
the planning phase is to short-circuit the pro-
cess. We often believe that if we’ve done a
good job of defining an organization’s vision,
mission, and goals, the details will take care of
themselves in the implementation phase. But
experience proves otherwise. Aswe’ve sug-
gested, organizations thatdo not “drill down” to
the necessary level of detail usually find that
their goals are talked about, but not acted upon.
And their leaders spend more time “putting out
fires” than implementing strategic initiatives.

At the opposite end of the spectrum, those
leaders who devote sufficient time to develop-
ing a realistic, well-planned, and pragmatic
road map will set themselves up for success in
the implementation phase—whenthey will align
the organization’s resources to reach its chosen
destination.

Phase II: The Implementation
Process

During the implementation phase, the organiza-
tion actualizes and makes operational the
focus it established in the planning process.
Throughout this phase, the organization con-
tinuously directs its resources (primarily
people, but also facilities and other tangible
resources) toward the goals, strategies, and
initiativesithasidentified, in orderto ensure that
all are achieved. In this phase, each of the six
steps leads to greater direction of the
organization’s resources toward the accom-
plishment of its strategic goals.

1. Define roles and responsibilities of all
participants

The first step in turning the organization’s road
map into reality is to clearly assign account-
ability for each initiative. Depending on their
scope, initiatives may be assigned to individuals
orto projectteams. Ifthe scope ofthe initiative
warrants ateam, it’s important to identify both
the team leader and the team members, and to
clearly communicate what is expected from
the team.

Inassigning responsibilities for the organization’s
initiatives, it’s important to take into account the
individual workloads that result. For people
to believe that the organization’s leaders are
serious about their priorities, they must believe
that the jobs assigned to them are “doable.”
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When individuals who are already “stretched”
are loaded down with additional projects, and
offered no additional support or relief, neither
the person nor the project has much chance of
success. Infact, thisisagood timeto eliminate
responsibilities that don’t support the vision,
mission, and goals of the organization. That
kind of work neither adds value to the organi-
zation nor provides added value to its constitu-
ents.

2. Establish an ongoing communications
process

One of the greatest challenges of the implemen-
tation process is to make sure that all of the
organization’s resources are continuously di-
rected toward its highest priorities. In this
respect, an effective communications pro-
cess can produce tremendous benefits. As
people come to know, understand, and em-
brace the organization’s road map, they de-
velop a vested interest in the success of the
whole enterprise. Then, ifthe process begins
to veer off course, people at all levels of the
organization will intervene (which makes the
joboftop leadership much easier).

An effective communications process will:

9 Provide a comprehensive view of the
organization’s destination and road map.

o Explainwhythe organization’s goals, strat-
egies, and initiatives were chosen.

S Clearly identify who is responsible for the
initiatives included in the road map.

2 Describe how each part of the organiza-
tion can contribute to its successinreach-
ing the destination.

S Provideregular progress reports—so that
everyoneinvolved inthe organization knows
where it is on the road map, and hears about
any changes of direction.

o Provide for genuine dialogue on successes
and concerns, so that continuous course
adjustments can be made.

The process of listening and sharing through-
out the organization is far more important
than the actual form ofthe communication. This
process must be honest, credible, and two-
way. Any misalignment in the implementation
process will be noticed first among those on
the “frontline ” ofthe organization, rather than
itsboardroom. Whenmisalignmentoccurs, it’s
the responsibility of leadership to enable people
onthe “frontline” to communicate honestly, and
to intervene without fear of the consequences.

3. Improve the effectiveness of the
organization’s teams

Most ofthe work outlined in the road map will
be assigned to feams—the basic unit through
which work gets done intoday’s organizations.
Most teams, however, do not operate at peak
performance levels—usually because they
haven’t developed the feam skills that will
make them more effective. In order to deliver
the results described in the strategic plan, most
teams need to spend some time developing the
necessary skills. Generally speaking, a team
that seeks to become more effective must:

S Agree on a common purpose.
Define performance goals.
Develop a common working approach.

Clarify the role of each team member.

O 0 00

Identify and build on the complementary
skills of team members.

O

Hold each other mutually accountable for
achieving their goals.
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Teams do not become more effective through
“team-building” seminars unrelated to their per-
formance. They become more effective through
continuous discovery of their capabilities, as
well asrecognition of their performance gaps, in
the course of tackling new challenges. Asthey
become more aware of the team’s perfor-
mance, team members can use that knowledge
todevelop and improve its performance.

As the organization moves deeper into the
process of implementation, some teams will
usually need help indeveloping their team per-
formance skills. Organizational leadership
should offer teams development opportunities
that are targeted to their specific performance
challenges.

4. Measure and report on success

During the planning process, measures of suc-
cessare established for each goal, strategy, and
initiative. To ensure that the organization’s
road map is being successfully implemented,
these measures must be translated into specific
benchmarks that can be tracked and reported.

The organization’s leadership isresponsible for
ensuring that these benchmarks are reported
and monitored. Inthis way, leaders can ensure
that progress remains on track; that resources
continue to be allocated properly; and that
appropriate actions are taken to keep each
initiative moving forward.

Leadership is also responsible for communi-
cating progress on the strategic plan to the
organization’s constituents (including staff, vol-
unteers, and donors). This communication will
keep the organization’s vision, mission, and
goals alive in the minds of these constituents. It
will also demonstrate the responsible steward-
ship of resources that all constituents have a
right to expect.

5. Provide participants with regular feed-
back and coaching

Leadership teams who implement the process
we’ve outlined will create the conditions for
success by providing clear direction and ex-
pectations; by facilitating “buy-in" to the
organization’s activities; and by aligning the
organization’s resources appropriately.
Through communications and reporting sys-
tems, these leaders will keep informed of both
successes and concerns.

Here’sanother element of success in the imple-
mentation process: Based on what they learn,
the leadership team must take action by ac-
tively providing feedback and coaching to
the initiative leaders and teams. With this
interaction and support, the initiative is better
equipped to meet the expectations of the lead-
ership team and deliver the desired results.

Regular feedback and coaching also reduces
the likelihood of surprises for the leadership
team. In an environment where volunteers are
managing crucial projects, whichis very com-
mon in nonprofit organizations, the active in-
volvementand support ofthe leadership teamis
vital to the volunteer’s growth and success.

6. Celebrate success through recognition
and rewards

Once again, the strategies and initiatives con-
tained in the organization’s road map are those
which the leadership team believes will provide
the greatest leverage in achieving the
organization’s goals. As the group moves
closerto achieving these goals, significant and
public celebrationisin order! What’s more, if
anorganizationneglects to honor its successes
inliving out its mission, itmay send a danger-
ous message to its constituents: that the status
quoisacceptable.
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Recognition and rewards can come in many
forms. For professional staff, financial incen-
tives must be explicitly tied to successful per-
formance on critical initiatives. Non-finan-
cial rewards, such as public recognition and
speaking engagements, must also go to those
who make significant contributions to the suc-
cess of strategic initiatives.

Leadership teams, too, need to recognize and
reward volunteer project leaders and team
members. Public recognition, coveted commit-
tee assignments, and other visible signs of vol-
unteer success must also be tied in significant
ways to successful advancement of the
organization’s mission and goals.

One sure way to destroy the commitment of
high-performing volunteersisto recognize the
“bignames” on the volunteer roster, rather than
the “big performers.” Leadership must be
explicitinrecognizing the performance of the
organization’s volunteers. If for no other rea-
son, they’ll be more likely to volunteer for the
nextbiginitiative.

Putting Strategic Leadership to
Work

Embarking on a strategic leadership initiative,
and seeing it through to completion, is no small
task. Strategic leadership is a continuous pro-
cess of making sure that the organization re-
mains focused onidentifying and implementing
those activities that will provide the greatest
leverage for maximizing the organization’s
unique contribution to society. Thatrequiresa
lot of hard work.

As we’ve shown, however, each step in the
process builds on the preceding step—direct-
ing more and more of the organization’s re-
sources toward realizing its vision. And the
activities that are recognized and rewarded in

the final step of the process are the same
activities that are driven by the needs of the
organization’s constituents and the realities of
its marketplace, as identified in the very first
step!

The organization that commits to the strategic
leadership process creates the conditions for
successfully capitalizing on the exciting oppor-
tunities for growth thatare available in today’s
philanthropic environment.

Embarking on the Strategic
Leadership Process: A Timeline

The strategic leadership process need not take
forever. Within six months, in fact, most orga-
nizations can progress well into the implemen-
tation phase. A typical timeline mightlook some-
thing like this:

Month 1 Organize steering committee

Month 2 Gather information for review
and analysis

Month 3 Organization-wide focus groups
on vision, mission, and goals

Month 4 Leadership retreat:
+ Clarify vision, mission, and
goals
+ Develop strategies

Month 5 Board and staff committees
develop specific strategies and
initiatives

Month 6 Beginimplementation phase
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Let’s Talk About Your
Situation

Fund-raising campaigns have been won without
implementingall the principles and strategies dis-
cussed in this article. Often, in the course of
planning and executing a particular campaign, we
find that the best way to achieve success is to
“invent” newtools and approachestoreplace the
standard ones. We at Goettler Associates strive
toapply the principles of fund raisinginaflexible
way thatis appropriate to the needs and circum-
stances of eachindividual client.

There are certain constants, however. Our expe-
rience shows thatthe campaign which is properly
conceived, planned, and executed—with the as-
sistance of professional counsel—isthe campaign
whichinvariably enjoys success.

We’d enjoy talking with you informally about
these ideas. Or, better yet, we’d like to learn
aboutyour situation and discuss with youhow we
can apply our experience and talents to further
your success. We would welcome the opportu-
nity—without costor obligation—to learn more
about the current status of your advancement
program. Thisincludes your development objec-
tives, the challenges you face, and the resources
you have forachieving your goals.
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About the Firm

Goettler Associates was founded by Ralph H.
Goettlerin 1965 to serve the nation’s nonprofit
organizations. The firm brought together a
group of highly qualified professionals to serve
the total funding and marketing requirements
of clients’ major fund-raising initiatives. Since
1965, we have helped more than 1,500 non-
profit entities raise over $1 billion to fund
capital projects, build endowment, or facili-
tate special projects.

Services

Goettler Associates is a full-service, client-
oriented firm. We tailor a program to the
special circumstances of each client. This of-
ten requires a combination of several essential
elements, including capital, annual, and de-
ferred giving; and marketing and public rela-
tions. We take pride in the quality of counsel
that we can provide in all of these areas.

We have helped our clients conduct successful
capital campaigns, increase annual operating
support, establish planned giving programs,
and strengthen their endowments through our
services:

Studies and Assessments

> Campaign Planning Studies
> Development Assessments
> Strategic Planning

Donor Cultivation and Campaign Positioning

> Leadership Awareness Programs

> Case for Support Development

> Campaign Identity and Marketing

> Writing, Print Design, and Video Production

Development Support

> Prospect Research
> Endowment Management
> Executive Search

Campaign Management

> Resident Campaign Direction

> Periodic Campaign Consulting

> Consultation on Annual and Deferred Giving
Programs

The Team

The Goettler Associates team of fund-raising
professionals draws upon a wealth of experi-
ence and is supported by extensive human and
information resources. Our consultants aver-
age more than fifteen years of experience in
institutional advancement.

Building on Trust

Our Mission is to assist nonprofit organiza-

tions in achieving challenging fund-raising

goals by:

> strengthening the client’s image and
awareness;

> recruiting, training, and motivating volun-
teers; and

> attracting significant philanthropic sup-
port.

We guideour clients toward their financial

goals through:

> the integrity and high performance stan-
dards of our employees;

> effective and honest relationships; and

> the quality of our work in achieving success.
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