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The Goettler Serzies

This article is one of a series 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 excpressed by our clients
and our colleagues in the field.

One must, however, abyays exercise cantion in writing an article as a guide or
“how-to” piece. While the article addresses general principles, each philanthropic
institution finds itself in different circumstances.

We like to think that one of the qualities that distinguishes Goettler
Associates in the fund-raising field is our recognition of this fact: that each
institution, each campaign, each situation is different, and that each requires the
excperience 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 circumistances.

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.

This series may also help you understand how we think and how we approach
fund development and advancing our philanthropic sector. We hope that it will
provoke questions — and that youll call us for answers.
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Today’s nonprofit organizations — from
hospitals and human service
organizations to colleges, universities,
and museums — are all operating in a
marketplace that is more dynamic and
more competitive than ever before.
Consider these trends:

B The sheer number of organizations
seeking philanthropic support has
grown significantly — and so has the
number of development profession-
als serving them.

®m Organizations thatoncerelied exclu-
sively on government support find
that they can no longer do so.

B Major-gift fund raising is ongoing,
whether or not an intensive cam-
paign is planned or underway.

B As operating expenses continue to
grow, organizations are working
harder to generate increased revenues
from annual giving, endowment, and
other sources.

In this climate, as we all know,
development professionals are under a
great deal of pressure to produce. 1t’s
not unusual for a chief development
officertobe handed a financial objective
by his or her CEO, with minimal
consideration of the staff or budget that
assignment mightrequire.

Inmany cases, the development office is
expected to operate almost autonomously
— with limited access to the CEO and
board leadership, and little or no
involvement in the decisions that
determine the direction and priorities of
the organization.

Today’s nonprofit organigations arve operating
in a marketplace that is more dynamic and
more competitive than ever before.



Advancement: a team effort

Fundraising does not operate ina vacuum.
Withoutattending to certain fundamentals, many
organizations will struggle to raise much more
money than they already do. These organiza-
tions may need to—

* Increasetheirvisibility.

* Make their constituents more aware and
more appreciative of the organization’s
basic mission, purpose, and competency.

* Create and share a vision for the future.

* Betterdefine and share theirimmediate and
long-term goals and objectives.

+ Strengthen their governing and/or founda-
tion boards.

Fundamental challenges such as these go well
beyond “fundraising,” as narrowly defined and
practiced by many organizations. They mustbe
addressed in the much broader context of insti-
tutional advancement—which brings together
and aligns, in theory and practice, several im-
portant functions of the organization.

Foralmostall organizations, these functions
include—

* Fundraising/resource development
+ Strategicplanning

* Boarddevelopment

* Marketing (including branding and posi-
tioning)

e Publicrelations
e Communications

For many organizations, depending on the na-
ture of their mission, other market-based
functions are equally vital. These may include—

*  Membership
*  Alumnirelations
¢ Studentrecruitment

* Audiencedevelopment

What’sinaWord?
Development vs. Advancement

While “fund raising,” “develop-
ment,” and “advancement” are often
used more or less interchangeably,
their connotations are quite differ-
ent. The term “development,” now
generally considered a euphemism for
“fund raising,” was intended to el-
evate the original term, with its
over-emphasis on the bottom line.
“Development” conveys a sense of
mission and purpose, emphasizing the
impact on the organization. “Ad-
vancement” broadens the concept of
development by incorporating related
functions, and explicitly indicates
positive forward movement.
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Amongall ofthese, fund raising and develop-
mentare pivotal. That’sbecause they’re focused
on attracting the basic human and financial
resources thatare essential to the fulfillment of
yourmission.

Successful fund raising
depends on the alignment,
coordination, and support of
several closely related functions.

Toagreatextent, fund raising and development
make everything else possible. That generally
includes (1) a “margin of excellence” in core
programs and services that could not be
achieved through operating revenues alone,
and (2) additional services that could not be
provided atall without philanthropic support
(because they cannever be self-supporting).

Successful fund raising, however, depends on
the alignment, coordination, and support ofall
the other functions. Advancing an organization
is a team effort.

Fundraising can’teven be separated from the
basic fiscal and management functions of the
organization —since the maintenance of core
services, and even financial stability and
sustainability, may depend on philanthropic sup-
port.

That’s why it’s so short-sighted to treat fund
raising as a support function, and torelegate the
development office to aminorrole, with little

influence or authority in the larger scheme of
things.

To be truly effective, the chief development
officer needs to be an integral part of the zop
management team—helping to shape, guide,
and drive the destiny of the organization on an
ongoing basis.

Inmany high-functioning organizations, thatis
indeed the case. Elsewhere, however, the
development function is quite “underdevel-
oped.” Some of the symptoms may have a
familiar ring:

* Theroleofphilanthropy may not be well-
defined or understood.

* The chief development officer may be
treated as a junior executive, with limited
access to and influence on the CEO and
board chair.

* Thedevelopmentstaff may operate like a
sales promotion team—focusing on special
events and direct-mail appeals, rather than
bold initiatives and major gifts.

» Theboard may passively acceptthe limited
role created for it by the CEO.

* Thechiefdevelopmentofficer may be ex-
cluded from strategic planning, and receive
fund-raising ““assignments” inconsistent with
awell-focused, effective development func-
tion.

Until the development function is empowered
—assigned a leadershiprole in advancing the
organization, and provided with the resources
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to carry out that mission—it’s difficult for such
organizations to achieve their true potential, in
fundraising or otherwise.

This article describes a strategic approach to
the alignment of fund raising and development
with related functions — in order to attract
stronger volunteer leadership; generate in-
creased philanthropic support; and advance
the organization more rapidly. We call this
approach strategic advancement.

Capital campaigns
and advancement

For many organizations, the primary vehicle
foradvancement has always been, and still is,
the intensive capital/endowment campaign.
Often, itis only when the decision is made to
pursue major objectives and seek substantial
amounts that the organization begins to focus
on strengthening its board, clarifying its mis-
sion, or increasing its visibility —and mobilizing
the human and financial resources required to
do those things.

That kind of approach may draw attention to
what has not been done up to now, and suggest
to people thatitis now being done only for the
sake of the campaign (i.e., securing their con-
tributions).

Thatdoesn’t mean that such an effort cannotbe
effective; in our experience, it often has been.
The organizations that conduct the most suc-
cessful campaigns, however, tend to be those
that understand that success in fund raising

What Development Brings
To the Table

The development function has aunique
capacity to generate substantial rev-
enues in the form of private
contributions.

Theserevenues are instrumental in ful-
filling the mission and purpose of the
organization. They enhance the quality
of its services, and sometimes make
possible services that can never be
self-sustaining.

The development function attracts vol-
unteers — including known and
respected leaders — who become
uniquely effective advocates for the
organization.

All ofthisis possible because develop-
ment, to a greater extent than any other
function of the organization, is firmly
based in the marketplace.

Successful development professionals
make it their business to listen to the
organization’s constituents. They build
authentic relationships, based on shared
values and aspirations, with those who
have the financial capacity and vision
toadvance the organization.

Development professionals are team
players. Because their success de-
pends on the effective management of
volunteers, they are skilled at provid-
ing leadership and direction while
offering encouragement and giving
creditto others.
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depends on a fotal development program, In fact, successful fund raising of any kind ben-

and thatevery aspect of institutional advance- efitsall otheraspects of institutional advancement,
mentrequires ongoing attention and support. and vice versa. Ifyou cankeep all those balls in
. . . the air at once, then there will always be enough
Any capital campaign, from preparation to important work in progress to keep your trust-
follow-up, should advance the organization ees and volunteers interested and challenged.

on all fronts — from strengthening the
development function to building greater
awareness of the organization and the services
itprovides.

Sustaining the Momentum

These days, it’s an accomplishment for a nonprofit community hospital just to retain its
independence. Butevenifit’s the only hospital in town, it may still be taken for granted or
undervalued—especially ifit lacks a strong philanthropic tradition.

Such was the case with one Midwestern hospital, as it pondered two major capital projects
itcould not finance on its own. Thirty years had passed since its last capital campaign, and
while several successful special events were held, there was still no structured annual fund in
place.

Thehospital, however, had invited community leaders to help identify the two highest-priority
projects, and the results ofa planning study were encouraging. In the “family campaign” that
followed, the board, employees, and physicians proved enthusiastic and generous beyond all
expectations. That impressed and energized the community, and the campaign goal was
ultimately surpassed by $1 million. Not only were both of the original capital projects fully
funded, a third was added.

Anditdidn’tstop there. These accomplishments raised the hospital’s profile and improved
itsimage dramatically, and campaign leaders resolved to sustain the momentum they had
helped to create. The hospital committed itselfto building a “culture of philanthropy” that
would involve all employees and physicians, and counsel was retained on an ongoing basis.
Both apermanent development committee and an organized annual fund campaign were soon
putinto place, and the focus shifted from special events to personal solicitation. Foreveryone
involved with the hospital, this was a truly exciting and energizing experience.
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The Elements of Strategic Advancement

Let’s talk about the basics of strategic ad-
vancement. If you want to move your
organization forward, what things absolutely
have to be done? What are the irreducible
essentials of success? We canidentify atleast

eight.

1. Research, analyze, and assess the
organization, its performance, and its
environment.

We often think of strategic planning as the first
step inmoving the organizationto anew level.
Any planning process, however, must be pre-
ceded by thorough and objective research into
the organization, how it’s performing, and how
it’s perceived —not only by “insiders” (such as
your professional staff or board), but also by
others who aren’tas close to the organization.

These “stakeholders” include those who ben-
efitfromthe services the organization provides;
those who support the organization financially;
and even those who know something about the
organization, butare involved only marginally
ornotatall.

Research into the experiences, perceptions,
interests, and concerns of these constituents
will provide the “real-world” database and
determine the assumptions underlying the plan-
ning process. Without that information, the
planwill have little credibility or value.

The purpose, of course, is not to get people to
say what you expect them to say, or what you
want to hear, but to find out what they really
think and how they actually view your organi-
zation.

Key Elements
Of Strategic Advancement

1 Research,analyze, and assess the or-
ganization, its performance, and its
environment.

2 Design and implement an effective
strategic plan for advancement.

3 Strengthen and empower your gov-
erning and/or foundation board.

4  Strengthen and empower the devel-
opment function.

5 Brandand position the organization
to communicate your core mission,
vision, and competency.

6 Buildand presentacompelling case
for support.

7 Increase positive awareness and vis-
ibility of your organization.

8 Pursue continuousimprovementinthe
organization’s fund-raising capacity.
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Asinthetraditional campaign planning study,
people tend to speak more freely and give more
candid answers when this kind of work is
done by experienced “outside” professionals
who have no stake in the outcome. The results
are sometimes more like a cold shower thana
group hug — but that’s the only way to find
out what youreally need to know!

In the past, many organizations used the plan-
ning study to perform this “reality check."
The primary purpose of the traditional study,
however, is to determine how much can be
raised, and exactly Zow it can be raised —
and thatis quite enough to ask.

Ifyouraimistoadvance the organizationas a
whole, it’s better to do your research when the
stakes aren’tso high. Then you candiscuss the
organization inamorerelaxed setting—without
asking pointed questions about major gifts,
campaign leadership, etc.*

In contrast to a campaign planning study, this
process might be called astrategic assessment
ordevelopment assessment. This multifaceted,
in-depth exercise can cover much more terrain,
and provide much more insightand informa-
tion, than a traditional study. It should in-
cludethe following elements:

A. Anevaluation of the development function
(programs, personnel, procedures, etc.),
based onresearch and conversations with
key staff.

B. Aself-evaluation ofthe board of trustees or
foundation board by its own membership.

C. Conversations with other members of the
“institutional family” (e.g., volunteers, phy-
sicians, faculty, etc.), individually or in
groups.

D. Conversations with other constituents or
stakeholders who can provide some insight
(including major donors, community lead-
ers, service recipients, etc.), individually or
in groups.

E. Research into the best practices of peer
organizations.

With the benefit of this information, the organi-
zation is in a strong position to undertake a
strategic planning exercise that is firmly
grounded inits current realities —including the
environment in which it operates.

2. Design and implement an effective
strategic plan for advancement.

Strategic planning is more than vital to the
advancement of an organization. For without
planning, advancement can occur only by
chance. Through the strategic planning pro-
cess, youmake important decisions about the
mission, goals, and objectives of your organi-
zation—decisions that will help to shape your
budget, organizational structure, and services
inthe years ahead.

Mistakes can be costly, and difficultto correct.
Atthe same time, many ofus have seen how an
effective process canrighta foundering organi-
zation, or make a healthy one even more
successful. The process can engage your staff,

* The most successful organizations tend to be engaged in some kind of market research — listening to their
constituents, both actual and potential —almost all the time. Within these learning organizations, the quest for new
knowledge has become part of the culture, and that knowledge fuels continuous innovation and advancement.
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trustees, and community leaders in helping the
organization set new priorities, or perhaps re-
discover its historic mission. And those who
have helped you set your goals and priorities
will have a personal stake in achieving them.

With respect to advancement, the strategic
planning process provides a golden opportunity
to —

» Clarify therole of philanthropy in the ad-
vancement of the organization.

» Realignthe goals ofthe development func-
tion with those ofthe organization.

*  Empower development staff who may not
have beeninvolved, or only marginally in-
volved, inthe past.

* Empowerandenergize trustees, volunteers,
and other participants in the process.

Whenitcomes time to determine which projects
shouldreceive priority attention—e.g., in plan-
ning a capital/endowment campaign — a
strategic plan for advancement can bring
more focus and objectivity to the decision-
making process.*

Inmany ways, the planning process itselfis at
least as valuable as the results it produces. It
should seek the input and participation of both
the “institutional family” (board, staff, etc.) and
other key stakeholders, including major do-
nors and community leaders. To keep the
process focused and on track, however, it has

to be facilitated by a skilled professional who
can maintain an objective point of view.

While every plan addresses the specific situa-
tion of the organization that creates it, any
strategic plan must incorporate the following:

A. Adescription ofthe organization and the
environment in whichitis currently operat-
ing. This will be based on the perceptions of
its key stakeholders, and other thoughtful
and well-informed individuals who are less
engaged with the organization.

B. Anassessment of the organization’s cur-
rent performance in fulfilling its mission, in
the eyes of'its key stakeholders and others.

C. Avision, ordescription, of the future as the
organization and its key stakeholders would
like to see itunfold.

D. A strategy and action plan for realizing
this shared vision—including specific goals
and objectives, budget and timetable, as-
signment of responsibilities, and measures
of'success.

Just as a corporate business plan creates
confidence ina for-profitinvestment, a stra-
tegic plan that provides for its own
implementation lends a great deal of cred-
ibility to the organization’s development
objectives and case for support.

* Although management functions like finance, human resources, and program development don’t fitunder the umbrella
of advancement, their strategic priorities and goals certainly must be integrated with those of the advancement
functions. That can be accomplished in the course of developing and implementing a comprehensive strategic plan,

with top management and cross-disciplinary teams in charge.
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When an organization is working from a com-
prehensive strategic plan, each department
generally shapes its own short-term priorities,
goals, and objectives in accordance with the
overall planunder the direction of top manage-
ment.

A strategic plan for advancement creates
goals, objectives, and strategies for each de-
partment contributing to the advancement effort,
frequently under the direction of a chief ad-
vancement officer.

Defining the Purpose of Endowment

The performing arts —especially classical music, opera, and ballet— are often expensive to
produce and risky to present. Ideally, activities of this kind are supported by endowment funds.
More often than not, unfortunately, the case forendowment is presented in terms that donors
find vague and less than compelling.

Formany years, a symphony orchestra in asmall Middle Atlantic city had beenreceiving annual
operating grants from the local community foundation. Finally, the foundation decided it was
time for the grants to be replaced by endowment income, and promised to help the symphony
take that step. Anendowment campaign was duly approved by the committee of local business
and community leaders that screens such proposals.

Prior to any planning study, counsel recommended the development of an endowment plan
— assigning specific amounts of endowment income to activities deemed critical to the
symphony’s advancement, and incorporating that into abusiness plan. Inno time atall, the music
director produced a detailed list of such activities (increasing pay for musicians, expanding
education and outreach, etc.). The board and development officer went on to refine the listand
develop financial projections.

This endowment plan was tested in the subsequent study, and the results were encouraging. The
campaign goal was set at $1 million. The symphony board and the community foundation
provided substantial “nucleus funding,” and the community at large responded by contributing
the balance. Asaresult, the community now knows more aboutits orchestra, and feels more
secure about it, than it did before the campaign —and the orchestra has areliable new source
ofrevenue to support its future operations and expand its services to the community.
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Ifanintegrated advancement effortis notyetin
place—e.g., ifthe development office and/or
foundation board have not yet participated in
the strategic planning process —then the strate-
gicplan foradvancement creates a blueprint for
aligningall of the functions that contribute to the
advancement effort for mutual support and
maximum effectiveness.

3. Strengthen and empower your
governing and/or foundation board.

Your governing board and/or foundation board
have an indispensable role to play in the ad-
vancement of your organization, especially in
fundraising. Few organizations, however, are
totally satisfied with the performance of their
boards —and few tasks are more complex and
difficult than strengthening a nonprofit board.
You may recognize some of the issues that
presentthemselves:

* Theroleofboard members in development
isnot well-defined or understood.

* Providing and seeking financial supportare
not among the criteria for recruiting new
board members, and/or not discussed dur-
ing the recruitment process.

* Providing and seeking financial supportare
notincluded in the job description for board
members, and/or not discussed in board
training and orientation programs.

e Therole ofthe foundation board and/or its
relationship to the governing board is not
well-defined or understood.

* Development staffhave limited access to
board members and/or the CEO.

» In practice, the CEO defines the board’s
role in development and most everything
else. Insome cases, thatrole is pretty much
limited to the approval and implementation
of decisions made by the CEO.

» Theorganization has difficulty recruiting the
caliber of board members it wants (usually
for one or more of the above reasons).

Like aplanned giving program, aboard devel-
opment initiative can and probably should take
some time to achieve the desired results. It’s
very helpfulifthe process can begin with a self-
evaluation completed by the board members
themselves.

Based on the results, the board’s rules and
guidelines—affecting its future composition and
what will be expected of its members — are
invariably revised and sometimes rewritten,
paving the way for new board members and a
new agenda.

Toaccomplish that, professional staff must col-
laborate with current board members and
volunteer leaders who have a strong personal
interestin the organization’s future. Like stra-
tegic planning, therefore, an effective board
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development process requires an objective “out-
side expert” to diagnose, design, and facilitate.
Italsorequires strong volunteer leadership and
aboard thatis truly committed to change.

4. Strengthen and empower the
development function.

Because of'its ability to generate the resources
to make things happen, as we’ve discussed, the
development office mustbecome adriving force
inmoving the organization forward. For that
reason, senior development staff should play a
key role in management and decision-making.

The chief development officer, for example,
must have avoice in setting the organization’s
fund-raising priorities and selecting volunteer
leadership. Too often, however, thatis notthe
case. On the contrary, the CDO may have
limited access to and influence on the CEO or
board chair, and the board may have little
knowledge of whatthe development functionis
all about. The CDO is simply viewed as a
“rainmaker” capable of attracting philanthropy
by magic — even with limited authority and
resources, and no clear definition of what the
expectations actually are.

Historically, the capabilities of the develop-
ment office, and its relationships with other key
staffand boards, have often been assessed in
conjunction with acampaign planning study.
By then, however, it may be awkward or im-
practical to contemplate changes that involve
the addition orreplacement of personnel — let
alone increasing the departmental budget or
strengthening the foundation board.

It can be difficult for anyone but an “outside”
consultant to call attention to such matters, and
to develop an effective and agreed-upon strat-
egy for change —howeverurgent the need may
be. The first step in the strategic assessment
process (i.e., athorough evaluation of the de-
velopment function) is designed to “audit” the
organization’s fund-raising performance in
depth, and to create a factual basis for a step-
by-step plan ofaction.

5. Brand and position the organization to
communicate your core mission, vision, and
competency.

To present your organization properly, to pro-
spective donors or anyone else, you must
understand how your various constituents view
the organization, and what they value most
aboutit. Tolearn more about how the organi-
zation is perceived, and better express what it
does best, many leading nonprofits have in-
vested in a branding process.

Asyouwork toadvance your organization, itis
no longer safe to assume that people under-
stand as you do exactly what the organization is
— its mission, purpose, constituency, people,
programs, performance, plans, etc. In our
consulting work, we see time and again that
evenamong well-informed community leaders,
the perception of the organization can lag years
behind the reality.
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Asyouknow, the image of your organization
strongly influences how people respond to it.
Animage cantakealongtime to establish, and
justas longto change or erase.

Inadynamic and highly competitive market-
place, however, the organization seldom has

survival hinge on your position in the market-
place, relative to your competition, and that can
change very quickly. Whenitdoes, you must
make the right moves to reinforce your
organization’s identity —its “brand” —and so-
lidify or shiftits position.

years to act or react. Revenues and even

Branding for Nonprofits

Whatexactlyisbranding?

Itis easierto describe whata brand does than to define what itis—although itis certainly a great
deal more than a logo or catch phrase. In the language of positioning, as developed in the
1980s, abrand is atool for positioning a company, an organization, a program, or a service in
the marketplace — relative to its competition, and based on its distinctive competency, as
perceived by its constituents.

Branding in the contemporary sense also seeks to express that competency inamemorable and
emotionally compelling way, evoking the essence of what the organization is, what it does, and
what it stands for. The intent is to create or reinforce a powerful bond with the organization or
program, and many nonprofits have found this approach very effective.

Foranonprofit organization, a brand proclaims or at least suggests:

*  Youridentity (who you are)

*  Yourmission and purpose (why you exist)

* Yourvalues (whatyoustand for)

*  Your competency (what youdo best, and how you add value to people’s lives)

*  Yourvision(whatyouhope to achieve, and what kind of future you aspire to create)

Whatbenefits does branding provide?

* Branding makes your organization more visible and recognizable.
* Branding makes you more competitive, and therefore more viable.
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What benefits does branding provide? (continued)

*  Withinthe “institutional family,” branding focuses and clarifies what the organizationis all
about and what it isn’t. It also builds pride, loyalty, and a shared sense of purpose.

* Amongall your constituencies, branding promotes trust, confidence, and goodwill —the
essential elements of authentic and enduring relationships.

» Lastbutnotleast, branding creates and sustains an emotional connection with like-minded
people—those whoreally “getit.”

How is abrand communicated?
A brand is communicated verbally and visually — through words and images:

* Verbally,its essence is expressed through a powerful and memorable message (or messages)
that evokes what the organization is all about — what it does best and is most valued for.
Ideally, among those who know your organization, your message should bring to mind
positive personal experiences with it.

+ Atthesametime, the brand is expressed graphically through a distinctive, attractive, and
evocative “look” or signature that reinforces and intensifies the verbal message. Music and
numerous other devices can also help to create the total effect, or experience, that you seek
to produce.

How is branding for nonprofits different from branding for businesses?

Many businesses use branding to establish or strengthen an identity for various product lines, as
well as the company. Among their goals are to strengthen the company’s image and reputation,
improve its position in the marketplace, and maximize its profit. Most, but certainly notall,
businesses have greater financial resources to devote to branding than nonprofits generally do.

* Nonprofits are more often concerned with changing the image of the entire organization,
usually without changing its name. They may, however, also name or rename facilities or
programs, often to honor donors (and create a lasting legacy).*

* Nonprofits often use branding to improve their visibility; promote their services; and reach
new constituencies, including new donors. In addition to potential users of their services,
nonprofits seek to attractand “cultivate” (build relationships with) donors, potential donors,
and volunteers. These individuals often grow much closer to the organizations they value than
customers or even shareholders ever do to a business.

* Commemorative naming opportunities offered to donors by nonprofits should never be confused with “naming rights,”
typically sold to corporations by public entities.
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For the Greater Good of the Community

Many corporations and foundations encourage and support collaboration among nonprofit
organizations—in order to reduce costs, avoid duplication of services, and limit competition for
human and financial resources. In one Midwestern city, for example, the Red Cross and United
Way have campaigned together since the 1950s.

When the agreement was firstreached, the United Way needed the “instant credibility” that the
Red Cross could provide, and the Red Cross hoped to reduce its investment in other fund-
raising activities. A committee of board members from both agencies was appointed to oversee
the relationship, and that worked well for many years.

When the United Way adopted its Community Impact model, however, it sought to place the
Red Cross on the same basis as other United Way agencies —i.e., competing for funds by
demonstrating how its services would advance the United Way’s priorities. Over a period of
years, the partnership would be phased out. Many Red Cross board members questioned
United Way’s motives and feared serious erosion of the Red Cross’s financial base. Some were
calling for separation from the United Way and an independent payroll-deduction campaign.

All this was much more than the joint oversight committee was prepared to handle, so the Red
Cross commissioned an objective study of the situation. The results showed that most
community leaders, including many members of both boards, were firmly opposed to the idea
oftwo large annual campaigns with payroll deduction —fearing that the community would be
split, and both organizations would suffer. Both needed to think in terms of what was best for
the community, not just themselves.

Counsel recommended that the two organizations review and renegotiate their agreement, and
seek arbitration if necessary. Shortly thereafter, the United Way withdrew its proposal to
dissolve the partnership, and sat down with the Red Cross to review the agreement in the spirit
of collaboration that community leaders wanted so much to preserve. In the final analysis,
nobody could win unless everybody won.
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The branding process, of course, is based in the
marketplace. You need to get out there and
find out what your customers and other stake-
holders are thinking and feeling. A series of
focus groups, perhaps supported by mail or
telephone surveys, can be very effective. To
make sure that works, however, you should
seek professional assistance to—

* Develop the questions.
* Puttogether the groups.
* Facilitate the process.

* Analyzetheresults.

First, youwill wantto listen to those who know
the organization best—your “institutional fam-
ily,” including employees, board members, and
for some, physicians and/or faculty. Major
donors and volunteer leaders should also be
considered “family.” The insights gained from
talking with these constituents will help to shape
conversations with others who are not so close
—civic and community leaders, local business
people, foundations, corporations, the media,
etc.*

The perceptions, ideas, and information you
gather through this process will provide the
basis for clarifying and better expressing your
organization’s mission and purpose; what value
it contributes; what people expect from it; and
whatkind of future itaspires to create. Whether
you’re having an identity crisis or not, these are
important things to research and reevaluate
from time to time.

6. Build and present a compelling case for
support.

Tomountany successful fund-raising program,
it is essential to develop and present a com-
pelling case for support. Such a case will
describe, from the donor’s point of view, the
merits of the organization, the cause it repre-
sents, and the specific objectives of the program
for which supportis being sought.

The case appeals to both the mind and the
heart. Itnot only provides factual documenta-
tion, but also evokes the shared values and
aspirations that will be advanced. It shows
how the authentic needs of the community or
the constituency served (rather than the self-
defined “needs” of the organization) will be
satisfied.

We call this the “marketplace perspective.” In
the world of major-gift fund raising, nonprofits
must learn to see and understand the world as
the potential donor sees and understands it,
and then build and presentthe case accordingly.
Itisnotamatter of explaining and justifying the
organization’s so-called needs; your
presentation mustbe based on finding common
ground, and working together to advance shared
values.

The case operates on multiple levels. Inaddi-
tion to building an effective case for the
organization and its specific development
objectives, one must also make the case for
the cause the organization represents (i.e., its
mission and vision). A potential donor may
respond most enthusiastically to any or all of
the above.

* There is really no clear distinction between “family” and other stakeholders. Where, for example, do members,
customers, parents, alumni, and other loyal donors and volunteers belong? As long as there is some kind of
relationship, all are part of an “extended family” and need to be treated accordingly.
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We also find that the case for philanthropy
itself, and the role it is intended to play in
advancing the organization, often needs to be
clarified. Toward thatend, a strategic plan that
projects future sources and uses of funds can be
extremely helpful.

7. Increase positive awareness and
visibility of your organization.

With avigorous and sustained effort to deploy
all the elements of strategic advancement, your
organization will be able to build and maintaina
higher profile. You will want to work with the
media and use your own channels of communi-
cation to continue increasing positive
awareness of your organization among its
various constituencies, including donors and
potential donors. Assuming that you have
nothing to hide, you can never have too much
visibility or awareness. And to supportthose
efforts, your organization needs —

» A written plan and strategy — both to set
priorities and goals and to help maintaina
consistentlook, tone, and “feel.” The plan
needs to identify key constituencies and
define specific objectives, strategies, and
desired outcomes for each.

* A coordinated, professionally produced,
and attractive family of communications
tools—using the most effective print, audio-
visual, and electronic media—to deliver a
well-crafted message and projecta distinc-
tive image (your “brand”) to your various
constituencies.

When these tools are based on a well-con-
ceived strategic plan and acompelling case for
support, youwill certainly improve the market-
ing, and ultimately the results, of your
development programs.

Special events are frequently organized by the
development office and thought of primarily as
fund-raising programs. In some ways, how-
ever, events can provide a very powerful
medium to increase awareness of your organi-
zation among key constituencies—e.g., major
donors and community leaders.

One college of art and design, for example,
opened its entire campus to a select “VIP”
audience for an evening that many found quite
excitingand memorable. Guests were encour-
agedto observe and interact with students and
faculty at work on creative projects. What
brochure or video could have conveyed the
school’s mission and presented its case as
effectively?

Thatparticular event, even more than others,
required considerable planning and coordina-
tion—involving not only staffand volunteers,
butalso faculty and students. Atsome organi-
zations, different elements ofadvancement —
e.g., development, marketing, and public rela-
tions — seem to pull in different directions.
Perhaps that has to do with personalities; from
the advancement point of view, there is every
reason on earth for all to work closely and
successfully together.
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8. Pursuecontinuousimprovementin the
organization’s fund-raising capacity.

Just as the strategic plan guides the organiza-
tion, a fund-raising plan must guide the
development office on a year-to-year basis.
The planwill, of course, identify priority projects,
set financial targets, and assign responsibility.
Itshould also address each of the elements of
strategic advancement we have described.
Other departments (e.g., planning, marketing,
admissions, etc.) should therefore have input as
appropriate.

Depending on the resources available, the fund-
raising plan should provide not only for
incremental improvement in performance and
productivity, but also for continuous improve-
ment—both qualitative and quantitative —in the
organization’s fund-raising capacity. That
couldinvolve:

* New programs (e.g., annual fund, major
gifts, grant writing, etc.)

* Additional staff

* Professional development of current staff
» Consultingservices

* Interdepartmental relationships

* New marketing and communications
vehicles

* Newtechnology and support systems

There will naturally be costs associated with
most of these steps, and concrete results ex-
pected. Hopefully, your accomplishments will
serve to demonstrate, year after year, that an
investment in the development function is the
best investment the organization can make —
because it has the potential not only to produce
substantial revenues, but also to make a very
real and immediate difference in the
organization’s capacity to fulfill its mission.

Initiating organizational change

We suggested earlier that any organization
where the development office is treated as a
semi-autonomous function—with second-class
status, insufficient staff and resources, and lim-
ited access to the CEO and board —is probably
attracting a fraction of the philanthropic support
thatitcould.

Actually, the stakes are much higher than that.
As we pointed out earlier, the development
office, to a greater extent than any other func-
tion of the organization, is firmly based in the
marketplace.

Successful development professionals make it
their business to listen to the organization’s
constituents. Most importantly, they have the
capacity to build and maintain authentic rela-
tionships, based on shared values and
aspirations, with known and respected leaders
—people who have the financial capacity and
vision to advance the organization, and to be-
come uniquely effective advocates.
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A Transformative Impact

Many CEOs in the nonprofit world, especially those who lead colleges and universities, believe it
is part of their job to set the institution’s fund-raising priorities. To provide strong leadership,
however, governing and foundation boards must “buy into” those priorities. If board members and
other community leaders are involved in actually making those choices, the results can be very
impressive.

One institution, for example, began life as a “junior college” in amid-size Southeastern community,
quietly producing teachers and nurses. But when the school became a state university, and a new
president with vision and charisma took the reins, the wheels soon began to turn.

First, a local family foundation with very substantial assets to invest, and determined to show the
city what the family believed it could become, collaborated with the university on several highly
visible projects. Then, a combination of public and private investment created a beautiful new
performing arts center, injecting new life into the downtown area. Now that the community was
beginning to feel differently about itself, and to realize what it might be able to accomplish, the
university decided the time might be right for a major capital campaign.

Atthe point where counsel was engaged, the president and his staff had identified a list of possible
campaign objectives that would require more than $50 million to realize. These ideas, however,
had not yet been shared with the university’s foundation board, which was considered the
strongest in town.

Even before conducting a planning study, therefore, counsel suggested a series of informal
interviews to seek “ground-level” input from selected board members and community leaders.
Those conversations confirmed our sense that some unprecedented investments might be made
if the university’s plans could be further developed.

Toward that end, the university recruited several different task forces, bringing together another
echelon of community leaders with faculty and staff. That process, of course, generated a longer,
more ambitious, and more comprehensive list of projects, together with an expanded sense of
participation. Once the list was pruned by the president and his staff, the study could finally begin.

The study reported that the university might have the potential to raise $75 million or more —
depending upon the quality of campaign leadership and the excitement of the project that interested
the major donors most—the relocation of the art and music programs to a new downtown campus.

Tomake along story a little shorter, all of these things actually came to be, and the university went
on to raise $700 million! Clearly, the community had realized that its university was becoming
an engine for cultural, educational, and economic progress —and that a successful campaign could
have a transformative impact not only on the university itself, but on the community and region as
well.
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Your organization can ill afford to lose touch
with such people, and thereby forgo the benefit
of'theirinsight, ideas, and wisdom. Inthe short
term, strategic errors can be made and oppor-
tunities missed. Intime, the organization may
become less competitive, in fund raising and
otherwise. Itmay even driftaway fromits core
mission, and become alienated from those it
was created to serve.

Such things are less likely to happen when, for
example, the development function is included
in the strategic planning process —so that its
fund-raising objectives are better aligned with
the organization’s top priorities. It can also
make a big difference when all of your con-
stituencies, including trustees and employees,
become more actively and meaningfully in-
volvedin development.

In an effort to initiate change,
thoughtful input from an
objective outside professional
can make a world of difference.

Through the process of strategic advance-
ment, as we’ve suggested, the development
function can be empowered—helping to shape,

guide, and drive the destiny of the organization,
as it was meant to do and has the potential to
do.

We understand very well, however, that it’s
never easy to implement significant changes in
anorganization, evenifthose changes are clearly
in the best interests of all concerned. Within
nonprofitorganizations, as well as for-profits,
modest expectations and familiar modes of
operation can easily become institutionalized.
Criticism of'the status quo and suggestions for
improvement, thoughnot discouraged, may not
be acted upon, either.

In such a climate, what is to be done? In our
experience, the best way (and sometimes the
onlyway)toinitiate meaningful change may be
toinvolve an “outside” consultant whose ca-
reer does not hinge on the outcome.

Ifyou’re interested in elevating the develop-
ment function at your organization, and actually
putting the wheels inmotion, do consider draw-
ing upon the experience, objectivity, and
expertise of a qualified consultant. It’s never
too late to attempt and achieve a dramatic
breakthrough — and it’s the business of the
consultant to help you find a way to do so.
Onceyoubeginto achieve the results that you
know are possible, there will be no turning
back!
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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 broughttogethera group
ofhighly qualified professionalstoserve the total
funding and marketing requirements of clients’
major fund-raising initiatives. Since 1965, we
have helped more than 1,500 nonprofitentities
raiseover $1 billion to fund capital projects, build
endowment, or facilitate special projects.

Services

Goettler Associatesisa full-service, client-oriented
firm. We tailor a program to the special
circumstances of each client. This oftenrequires
a combination of several essential elements,
including capital,annual, and deferred giving; and
marketing and public relations. We take pride in
the quality of counsel that we can provide inall of
these areas.

Wehave helped our clients conduct successful
capital campaigns, increase annual operating sup-
port, establish planned giving programs, and
strengthen their endowments through our ser-
vices:

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
» 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 uponawealth of experience
andis supported by extensive human and informa-
tion resources. Our consultants average more
than fifteen years of experience in institutional
advancement.

Building on Trust

Our Mission is to assistnonprofit organizations
inachieving challenging fund-raising goals by —

» strengtheningtheclient’simageandawareness;

» recruiting, training, and motivating volunteers;
and

» attractingsignificant philanthropic support.

Weguide our clients toward their financial goals
through—

» theintegrity and high performance standards of
ouremployees;

» effectiveand honestrelationships; and

» the quality of our work in achieving success.



Let’s Talk About Your
Situation

Fund-raising campaigns have been won without
implementing all 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” new tools and approaches toreplace the
standard ones. We at Goettler Associates strive
toapply the principles of fundraising ina flexible
way thatis appropriate to the needs and circum-
stances of each individual client.

There are certain constants, however. Our expe-
rience shows that the campaign thatis properly
conceived, planned, and executed — with the
assistance of professional counsel —is the cam-
paignthatinvariably 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 opportunity
— without cost or obligation — to learn more
about the current status of your advancement
program. This includes your developmentobjec-
tives, the challenges you face, and the resources
youhave forachieving your goals.



GOETTLER ASSOCIATES, INC.
580 South High Street
Columbus, OH 43215

(614) 228-3269

(800) 521-4827
www.goettler.com
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