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The Goettler Series

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 expressed by our clients and our
colleagues in the field.

One must, however, always exercise caution 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 isour recognition of this fact: that each institution, each campaign, each
situation is different, 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 circumstances.

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 you’ll call us for answers.



The Role of
Trustees In
Development

Building an Effective
Fund-Raising Board



What Is the secret of America’s spec-
tacular success and its leadership of the
free world? Other nations have devel-
oped political and economic institu-
tions that are more or less free. But
Americanphilanthropyis unique in the
world. Only here have individuals of
great wealth and mighty corporations—
as well as ordinary citizens and small
businesses—felt such a keen and uni-
versal sense aksponsibilityto share
their resources with the less fortunate.

Here, the principle of voluntary action—
to solve common problems and improve
the quality of life—took root and flour-
ished. Here, the idea of the intensive
capital campaign originated and devel-
oped—until the “Third Sector,” or “in-
dependent sector,” of our society came
to be as vital and productive as govern-
ment and business. Indeed, more and
more Americans are realizing today that
a healthy democracy and free enterprise
systemdependon our tradition of phi-
lanthropy and private-sector initiative.

And those who are involved with non-
profit organizations know that the vital-
ity of the “Third Sector” depends on
enlightened leaderaho give freely of
their own time and talents, and their
personal and corporate resources, to
improve their communities and benefit
their fellow citizens. These leaders de-
mand the same responsibility and com-
mitment from their peers. To a great
extent, it is their unselfish service as
trustees, and their generosity as donors,
that sustain and advance our colleges
and universities, our museums and cul-
tural organizations, our hospitals and
human service organizations.

In any given community, there are relatively
few leaders with sufficient resources, influ-
ence and commitment to make big things hap-
pen for an organization. These leaders are so
sought after that many are beginning to suffer
from campaign “burnout.” Competition for
their time and treasure has grown so intense
that of necessity, they are becoming more
selective in their giving, and in their willing-

Those organizations which seek to enlist outstanding board members,
and obtain meaningful financial support from them, must provide

meaningful involvement.



ness to serve on the boards of nonprofit orga-
nizations.

They know it means more than attending “a
few meetings.” Frequently, it means big busi-
ness and hard work. And even if the organiza-
tion doesn’t often tell them so, most of today’s
leaders know that accepting a position on the
board carries with it the expectationfiofan-

cial support.In fact, most organizations today
rightly expect their trustees to both “give and
get.”

In an intensely competitive environment, the
vitality of nonprofit organizations—even their
very survival—will depend on their ability to
attract outstanding trustee leadership, and to
motivate exemplary trustee performance in
development. The organization with a“rubber
stamp” board, made up of trustees who are
askedto give little more than their names, is an
endangered species. Those organizations
which seek to enlist outstanding board mem-
bers, and obtain from them meaningful finan-
cial support, must provide meaningfulolve-
ment.

Therefore, this article addresses not only the
specific role of trustees in fund raising and

development, but also the nature of an in-
volved, committed and effective board—how

it is built, and how it works.

What Is a Board of Trustees?

A board can be defined as a volunteer group of
individuals giving part-time attention to a spe-
cific legal public trust, to oversee, but not
manage an organization, for the full realiza-
tion of its mission, goals, stability and secu-
rity, on behalf of the people of the incorporat-
ing state.

That's a long definition, but each of its terms
isimportant. Aboard consists\wdlunteers—
individuals who give freely and unselfishly of
their valuable time. They are entrusted by
their fellow citizens with the oversight of an
organization—tcsee that it is manageut

not to manage it) so as to accomplish its
intended purpose, and to ensure its survival
and well-being.

-A good trustee should under-
stand the organization well
enough to serve as an effective
public advocate and articulate
its case for support.

In practice, nonprofit boards function in many
different ways:

* The board of aublicly owned institution,
such as a state university, typically consists of
political appointees who see themselves as
representing an elected official (i.e., the gover-
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nor or mayor) in overseeing the spending of
tax dollars. This type of board usually feels no
responsibility for fund raising, and is not ad-
dressed here.

* Aquasi-public institutionsuch as a zoo or
botanical garden, may be owned and partially
supported by government—nbut independent
on a nonprofit organization to oversee its op-
erations and provide the additional support
required to fulfill its mission. Boards with this
degree of responsibility are included in the
scope of this article.

* Boards of organizations which receive their
funding primarily through thdJnited Way
may be constrained from soliciting corpora-
tions for annual operating support. They often
become'working boards,” expected to give
only theirtime and talent, as opposetftmd-
raising boards.” Today, however, many such
organizations must raise funds éapital pur-
poses every five to ten years—and a “working
board” is often forced to function as a fund-
raising body.

* Some organizations have a very small pro-
fessional staff, or no paid staff at all. Their
trustees must, in effediynction as a sta#-
even as a CEO. Many human service organi-
zations and private secondary schools fit this
description.

* The boards of many organizations must
actively raise funds every year to meet a sub-
stantial portion of the operating budgethis
would include the boards of most private col-
leges, universities, and secondary schools; most
private museums and cultural organizations;
and some human service organizations and
hospitals. It is primarily the boards of these
organizations that this article addresses.

* An increasing number of organizations
have established a separfaiendation, devel-
opment council or financial advisory board
whose responsibilities are focused on fund
raising. In this way, many state universities
have been able to enter the arena of “big-time”
fund raising. These boards are more or less
exempted from oversight of the organization’s
operations.

In general, this article is concerned with the
board of any nonprofit organization that de-
pends on philanthropy for operating and/or
capital support.

When an organization governed by a “work-
ing board” must rise to a major fund-raising
challenge, it is often a good idea to enlist the
aid of a professional consultant in determining
whether the existing board should be expanded
or restructured, and how; or whether a separate
body, such as a foundation, should be orga-
nized. This is a delicate and “political” pro-
cess that is best managed by a qualified out-
sider.
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Functions of an Effective Board

» An effective boardinterprets the
organization’s goalso its various constituen-
cies—parents, alumni, members, consumers,
donors, volunteers and community leaders. A
good trustee understands the organization well
enough to be comfortabéeticulating its case

for supportto peers (whether or not the orga-
nization is raising money at the moment), and
functioning as avell-informed, effective pub-
lic advocatefor the organization. A trustee
who has qualms about this probably should not
be on the board. A“devil's advocate” belongs
on an advisory committee.

» An effective boardets the organization’s
policies and ensures the quality of its pro-
grams. The trustee’s job is to see that the
organization’s practice reflects its mission,
goals and principles, and that its “product”™—
a bachelor’s degree, a series of exhibitions, a
range of health-care services—is as good as
the organization can make it. The actual
planning, development and delivery of the
“product” is the responsibility of the profes-
sional staff. The distinction betweenthetwois
not hard and fast—especially because a trustee
who is more involved in the “inner workings”
of an organization is usually a more willing
and effective advocate.

* One of the most important functions of the
board is torecruit and counsel the

organization’s managemeni.he board may
be involved in recruiting senior staff members
and evaluating their performance—but its key
responsibility is tohire and fire the chief
executive officerThe proper relationship be-
tween board and CEO is that of employer
and employeeWhen the CEO also serves as
a full member of the board, it may become
more difficult for the board to exercise its
policy-making and “quality control” functions.

More and more, part of the trustee’s “counsel-
ing” job is to keep the organization out of
court—by seeing that organizational policies,
practices and insurance programs do not leave
it exposed to costly and embarrassing litiga-
tion.

» An effective board must provideader-
ship in financial developmenilrustees who
approve an organization’s budget should sup-
port that budget with their own personal and
corporate resources. Trustees who approve a
campaign goal should contribute toward its
attainment. The total amount or the percent-
age of the goal contributed by the board is
important; so id00 percent participation, to
the extent of each trustee’s ability.

Trustees should be as generous as they expect
the publicto be. Anything less will send a clear
signal to the rest of the donor community that
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those closest to the organization are
unconvinced of the merits of its programs and
plans. The same applies to trustees who hesi-
tate to approach their peers with conviction to
solicit support for the organization.

There is certainly some validity in the blunt
assertion that trustees sholdive, get or get
off.” Often, the problem is that the organiza-
tion fails to make this expectation clear to new
memberdeforethey join the board. In fact,
the subject of financial support is frequently
avoided until the last possible minute—when
the moneynustbe asked for. Many organiza-
tions also fail to provide the information and
genuine involvement that lead naturally to
financial support.

An effective boardauthenticates the organi-
zation by providing distinguished sponsor-
ship. When people of stature and substance
stand behind an organization, they confer le-
gitimacy and credibility. Itis nolonger enough,
however, merely to lend one’s name. First of
all, real leaders seek active involvement, chal-
lenge and responsibility—not just a name on a
letterhead or a line on a resume. They seek
opportunities to accomplish significant things,

both for the good of the community and their
own personal satisfaction—not just a chair to
fill. Ontop of that, it doesn’t take the commu-
nity very long to distinguish between an ac-
tive, dedicated board member and one who is
only “putting in time.” The key word is
“sponsorship”—which implies involvement,
advocacy and financial support.

The Board’s Role in Development

* The board should continuousigsess the
purpose and performance of the organization.
Are the organization’s traditional mission and
goals still relevant to the needs of its present-
day constituents? Are its programs and ser-
vices meeting a high standard of quality? If
not, how should the organization’s course be
corrected? What activities should be de-em-
phasized or dropped? What activities should
be pushed and provided with resources, and
what new activities should be added? How
long will it take to make the necessary changes?
What will it cost, and who will be responsible
for implementing them?

Trustees who approve an operat-
ing budget or a campaign goal
should support those decisions
with their own resources.

These are the “big questions” an effective
board must keep asking if an organization is to
retain its vitality. They can best be answered

! For a step-by-step discussion of this process, see
Strategic Planning: the Key to Institutional
Advancementyolume 5 inThe Goettler Series.
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through an ongoing and conscious process of
strategic planning. The answers will provide
the starting point for the financial develop-
ment program.

* Itisuptothe board tselect, recruit, orient
and train its own membershiplhese activi-
ties are preconditions to effective trustee per-
formance, and far too important to be left to the
typical “nominating committee.” We recom-
mend that they be managed byommittee on
trustees— a mechanism for self-government
ofthe board that should be secondary inimpor-
tance only to the executive committee. The
functions of this committee will be described
in detail later in this article.

Can the organization specify what it expects
from board members? What personal and
professional qualities it seeks? Are candidates
apprised of the organization’s expectations
beforethey accept a position on the board?
Are new trustees familiarized with the organi-
zation, its people and its programs, so that they
can make intelligent decisions and serve as
effective advocates? Only a few of the best-
run organizations can answer “yes” to all these
guestions. Being asked to serve on their boards
is the kind of challenge and opportunity true
leaders seek.

* The boardestablishes the organization’s
fund-raising policy. Will the organization

seek philanthropic support for all its activities,

or only certain ones? How does one decide
what to do with a large undesignated gift?
How does one handle gifts of property and
other gifts in kind? Who approves the naming
of a facility or an endowed chair? The board
should work closely with the CEO and chief

development officer to provide the answers,
preferably before the questions arise.

 The boarddevelops the organization’s
operational fund-raising planEvery organi-
zation should have a structured program of
capital, annual and planned giving, complete
with goals, schedules, budgets and organiza-
tional charts. Key activities and required mar-
keting tools are identified, and the plan is
regularly reviewed and revised to reflect real-
ity. The board should work closely with the
chief development officer to put together this
plan.

* The board mugirovide volunteer leader-
ship for the fund-raising planThat is, when
the time comes to implement the plan, the
trustees must step forward first. A board
whose members have participatedavelop-
ing the plan is much more likely to commit
itself tocarrying outthe plan. That board will
have developed the necesssepse of owner-
ship—i.e., the trustees will want the plan to
succeed because it has becdhsar plan.
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* The board needs get the pace for giving
through the trustees’ own financial commit-
ment. Nothing is more critical to the legiti-
macy of the fund-raising effort, or more neces-
sary to its success. In effect, the leadership of
the community and the broad donor constitu-
ency of the organization depend on the trustees
tovalidatethe development effort. How many
times have prospects said, “If Mr. X supports
it, then it’s all right with me,” or “If she gave
that much, I'll certainly have to consider it"?
Donors give in relation to what others give,
and especially in relation to what the trustees
give.

This is the reason that, in any major effort, the
board must be solicited first. Once its mem-
bers have provided a “floor” for the campaign,
the support of their peers is almost certain to
follow. Conversely, if the trustees fail to “set
the pace,” it is most unlikely that anyone else
will.

Board members should be expecteddficit
peers of like affluence and influenéxovided
that trustees have already made their own
commitments at an appropriate level, no oneis
better qualified to ask their peers (socially,
financially, politically) to do the same.

Again, so often we hear, “If Mr. X asks me, Ill
do it.” A trustee’s peers, in faaxpecto be
solicited on behalf of the organization. If they

are not approached, they can only assume that
(a) the organization doesn’t need the money, or
(b) something is wrong—probably the latter.

In building a board, the name of
the game is power—power to
act, influence, lead, advocate,
support and communicate.

If the trustees will not support the develop-
ment program by “giving and getting” to the
extent of their abilities, the organization may
have the wrong kind of trustees. More likely,
however, it failed to make this responsibility
explicit from the start; or it has failed to pro-
vide theauthentic involvemenhat must pre-
cede significant support. Ifthisis the case, the
week before the kickoff of board solicitation is
a little late to begin.

* Finally, the boarevaluates its own com-
position and performance for effective fund
raising. Again, itis recommended that trustee
leadership—through a committee on trustees—
set high standards, make them known and
enforce them. Trustees who have been prop-
erly recruited, oriented, trained and involved,
and still fail to produce, should be “invited off”
the board to make room for others who take the
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responsibility more seriously. It's not easy to
do; but a board is not a social club, made up of
good friends who enjoy visiting the campus or
attending openings together. Many boards, of
course, fit this description rather well—and
any successes they achieve in fund raising are
purely accidental.

Criteria for an Effective Board

Let’s face it: In building a board, the name of
the game ipower—power to act, influence,
lead, advocate, support and communicate. An
organization must have trustees who gah
things donepn their own and through others.
It doesn’t hurt if the board is “representative”
of the community, and if its members like one
another personally. Butthese conditions aren’t
essential to an effective board. Power is. Ifan
organization wants a social club, a community
advisory group, or a way to recognize
hardworking volunteers, a different vehicle
should be used.

Perhaps certain individuals need to be in-
cluded on the board by virtue of their positions
with related organizations. Some may be
recruited for the specific talents and skills they
can bring—legal, financial and the like. Butas
a general rulehalf of the trustees should be
wealthy enough to make a leadership gift to a
capital program.One-fourthshould be able
and willing to spend a substantial amount of
time on development and fund raising. Astid

should be willing to provide and secure finan-
cial support, according to their capabilities.

Every community has &giving circle” of
affluent and influential people who support its
philanthropic organizations and serve on their
boards. The number may range from a few
dozen in a small town to a few thousand in a
major metropolis—but the number is always
limited. These are well-known and prominent
people—sought after by every organization in
the community, but enlisted by only a few.

Again, these leaders are essential not only for
the support they can provide, but also for the
legitimacy and prestige they confer. As board
members, they providstewardshipfor the
community’s “giving circle” and its invest-
ment in the organization. Others count on
these leaders to see that their money is well
spent. When these people put their resources
behind an organization, the community knows
it's a sound investment.

Some of these individuals can generate more
money for an organization—through their con-
nections, influence and charisma—than they
can personally give. But simply giving one’s
timeis never an acceptable substitute for giv-
ing and raising money. An individual's time
may have a high value, but it's not the kind of
value that pays an organization’s bills or in-
creases its endowment.
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Some organizations think they can sidestep
the “giving circle” by recruiting an emerging
or “up and coming” generation of leadership
for their boards. But while it is always impor-
tant to cultivate new leadership for the future,
the truth is thatew leadership seldom emerges
until the old leadership steps astdédy retir-

ing, leaving town or passing away. The next
generation should be recruited for a support
group, where they can form an attachment to
the organization and develop the habit of giv-
ing. But when an organization wants to re-
place or add new board members, its efforts
should be concentrated on established and
proven leadership.

Techniques for Building an Effective
Board

How does an organization attract the best
people—the same ones everyone else wants—
to serve on its board? To begin with, obvi-
ously, the organization should strive to be the
kind leaders are proud to be associated with—
an organization that provides a high-quality
service that people need and want. Especially
if an organization is not well-known, it must be
able to make strong case for suppertbased

on the distinctive benefits it provides, and
presenting evidence of significant accomplish-
ment, efficient management, sound financial
practice and conscientious plannig.

2 SeeA New Approach to the Case for Support: How
It Can Become Your Most Potent Marketing Tool,
Volume 4 inThe Goettler Series.

It's helpful, of course, if top candidates for
membership on the board can be identified on
the basis ofa demonstrated interesh an
organization’s mission, the services it pro-
vides, or the constituency it serves. In any
event, however, the case should provide a
philosophical rationalevhich indicates why
leaders in the community, in fact, already have
a personal and corporate stake in what the
organization does.

An organization’s chances will also be in-
creased ifit’'s possible to chapathwayto the
candidate through present board members or
friends—people the candidate knows and re-
spects, and who are willing to make the ap-
proach on behalf of the organization. The best
recruiter will be a social and econorpieerof

the candidate.

Beyond these factors, an organization stands
to gain a definite edge if it does a better job of
enlisting, training and involving its board
members, and managing the board, than its
competitors do. The bestway is to replace the
standard “nominating committee” witltam-
mittee on trusteesyhose mission is to govern
and manage the development of the board
itself.

This committee should include the current
board chairman; all past board chairpeople
who are still available; and three of four key
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trustees—in terms of affluence and influence,
as well as involvement and commitment.

The committee should be staffed by the chief
executive officer. Its responsibilities should
include:

» Preparing writteposition descriptionfor

all trustees—including the personal qualities,

characteristics and professional skills the or-
ganization is seeking, as well as the responsi-
bilities of board members.

» Continuously maintaining kst of quali-
fied candidate$or board membership.

« Recommending candidates for member-
shipto the full board.

* Interviewing candidates in advance of en-
listment and acceptande order to determine
their interest in the organization’s mission,
and to explain all responsibilities of member-
ship—including financial support.

* Providing all board members with incor-
porating documents and bylawsgpreferably
written by professional managers, not legalis-
tic attorneys.

» Orienting all new board membets pro-

vide them with a full understanding of the
organization, its people and programs. Each
new trustee can be assigned to an experienced
trustee who can serve as a “mentor.” Another
useful tool is a “trustee in residence” program,

providing each new trustee with an opportu-
nity to become familiar with key departments,

activities and managers—within, say, 90 days
of enlistment.

An organization will gain a
definite edge over its competitors
If it does a better job of enlisting,
training and involving board

« Continuouslyevaluating the board’s or-
ganization, membership, attendance, opera-
tion and performanceThe committee should
recommend any necessary changes in the
board’s structure, composition or methods of
operation. It should also evaluate the perfor-
mance of each individual board member, and
have the authority to counsel, and if necessary,
dismiss members who fail to fulfill their re-
sponsibilities. A trustee’s performance in key
committee assignments will often provide an
index of overall effectiveness.

Clearly, the advent of such a committee on
trustees is bound to cause considerable con-
sternation, and hopefully dramatic changes, at
most organizations. Frequently, dramatic
changes are long overdue; they have not been
made for the same kinds of reasons that orga-
nizations refuse to replace staff members who
are no longer productive. Consideration for
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personal feelings tends to override one’s judge-
ment on what is best for the organization.

If a board has the courage to strive for real
excellence, however, restassured that once the
dust settles, the perceived value of member-
ship on that board willincrease. The net effect
will be to discourage those who do not take
seriously the responsibilities of trusteeship—
and to encourage the relatively small number
of true leaders who seek opportunities to be
more effective, to accomplish meaningful
things, to make a difference in the community.

It follows naturally that taetain the services

of these leaders, once enlisted, an organization
must provide them withuthentic involvement

on a continuing basis. Trustees must be in-
volved in designing the organization’s poli-
ciesbeforethey are adopted and implemented.
This includes key activities like strategic plan-
ning, budgeting, fund raising and developing
the case.

Only by fostering a sense of reainerships

it possible to ensure that the trustees are com-
mitted to carrying out the organization’s poli-
cies and plans. To do that, the CEO must give
up some control, take some risk—in a word,
trust the board to do what is best for the
organization and the community.

The Board’s Relationship to the CEO
One of the chief executive officer's most im-

portant responsibilities is to act as the admin-
istrative officer for the board—but that re-
sponsibility is seldom well defined. As a
result, one of several “models” tends to de-
velop:

» “Keepyourdistance.”The CEO fears the
board’s “interference” and does his or her best
to relegate it to a perfunctory role in the
organization’s affairs. Barring a crisis, the
board may give in—surrendering its crucial
role as the CEQO’s employer. This approach
can succeed only with a truly outstanding
CEO—and then only as long as he or she is in
charge.

* The “rubber-stamp” board Meetings are
infrequent; they consist solely of reports on
what has been decided since the last meeting,
and automatic approval of decisions the trust-
ees know little about. No organization can
expect strong financial support from a board it
provides with so little involvement.

* The executive with full board membership.
The CEO who also serves as a voting board
member must be careful not to stymie the
independence and initiative of the board—
since the CEO votes on his or her own policy
recommendations. There must be provision
for reviewing the CEQ’s performance in ex-
ecutive session.

* The executive with a special relationship
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to the board chairmanAnother way for the
CEO to effectively disenfranchise the trustees
is to develop a “cozy” relationship with the
board chairman. Over time, the actions and
even the composition of the board will reflect
what the CEO wants—not necessarily what
the organization needs.

CEOs who are secure in their own abilities,
and seek maximum support for the organiza-
tion from the board, view their relationship to
the trustees aspartnership As the board’s
employee, a CEO is answerable to the board
for his or her own performance and the perfor-
mance of the professional staff.

The CEO should strive to create working part-
nerships between staff officers and the appro-
priate board committees. The CEO should
actively involved the board in long-range plan-
ning, budgeting and fund raisingzeforede-
cisions are made. And as the staff resource
person for the committee on trustees, the CEO
acts as a partner in building a more effective
board.

A board made up of people of stature who are
informed about the organization, involved in
its important activities, and allowed to exer-
cise their full responsibilities as trustees is a
board thatis prepared to provide the advocacy,
financial support and unstinting service the
organization needs in order to advance.

In practice, the chief executive officer may
spend almost no time on fund raising (as in the
case of many hospital administrators) or as
much as half time (as many college presidents
do). But a competent CEO must always be
concerned with development in the broadest
sense—that is, continuously evaluating, plan-
ning and developing the organization’s pro-
grams and services in order to better fulfill its
mission, so that the organizationnsa posi-
tion to attract the necessary resources.

Effective CEOs view their rela-
tionship with the board as a
partnership. They actively in-
volve the board in long-range
planning, budgeting, and fund
raising.

And ideally, the CEO should be more than just
a manager or administrator; he or she should
be the organization’s most visible and persua-
siveadvocate.

The chief development officanust be the
organization’s chief planner, strategist and
counselor in matters of fund raising. To be
effective, he or she needs a close relationship
with, and direct access to, both the chief execu-
tive officer and the trustees—not only the
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members of the board development commit-
tee.

Wherever the development officer may ap-
pear on the organizational chart, the job is too
important to the present and future well-being
of the organization to treat it as just another
administrative or technical position—that is,
unless the incumbent’s abilities go no further.
In that case, the organization probably needs a
stronger development officer.

The Financial Advisory Board or Foun-
dation Board

Frequently, an organization governed by a
publicly appointed board, a “working board”
or a weak fund-raising board faces the chal-
lenge of raising large amounts of private
funds—in order to compensate for the loss of
government funding, expand its facilities or
establish an endowment. To secure the neces-
sary leadership for the campaign, the organi-
zation has three basic alternatives:

» Iftimeisavailable and the current trustees
are agreeable, to restructure or expand the
present board to include more individuals of
affluence and influence.

» If the present board members have the
necessary contacts, to utilize them in recruit-
ing a separate campaign steering committee—
whose members agree to devote a limited

amount of time in order to attain a specified
dollar goal.

» To establish a separate foundation board,
development council or financial advisory
board—whose responsibilities are essentially
limited to providing and securing financial
support on a continuing basis, and do not
include the management oversight functions
of a governing board.

A foundation is often the vehicle of choice for
a publicly owned institution, such as a state
university, or for a private hospital which
depends on government insurance programs
for much of its revenue. (The foundation
allows the hospital to segregate gift income
from the revenue base used to calculate reim-
bursement for its services.)

A foundation, of course, requires its own ar-
ticles of incorporation, bylaws, board and op-
erating budget. The organization’s chief de-
velopment officer often serves as the founda-
tion executive.

A foundation or financial advisory board pro-
vides an opportunity for an organization to
enlist people of influence and affluence in its
development effort—without expanding or
restructuring the board or trustees, and without
burdening the new recruits with the other re-
sponsibilities of governing board member-
ship. The other side of the equation, of course,
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is that the members of the new body give up
much of the influence board members can
exercise on the CEO and the management
function.

The primary responsibilities of the foundation
board or financial advisory board should be:

* To plan and carry out an annual giving
program.

e To plan and carry out both intensive and
ongoing capital programs.

» Toplanand carry outaprogram of planned
giving.

* To select and cultivate the organization’s
best prospects on an ongoing basis.

* To plan and carry out a stewardship pro-

gram—designed to see that all contributions

are used for the intended purpose, and that
donors are informed of the organization’s ac-

tivities.

* To manage the long-term investment of
endowment funds and the short-term invest-
ment of current funds.

* To monitor the plans and activities of the
“parent” organization—in order to identify
opportunities for philanthropy; ensure that

contributions are used productively; and main-
tain an up-to-date case for support and strate-
gic plan.

Often, the expanded interest and involvement
created by a major capital or endowment cam-
paign can provide an excellent opportunity to

organize a new fund-raising body. The mem-

bers of the campaign steering committee and
othervolunteer leaders may provide the nucleus
for a more sustained and ongoing develop-
ment effort.

A strong free enterprise system
and a free society depend on
enlightened leaders, providing
their time and treasure for the
benefit of the less fortunate.

The foundation, development council or fi-
nancial advisory board can also provide a way
to gauge the interest and commitment of key
leaders, and serve as a “training ground” for
future members of the board of trustees—so
that the composition of the governing board,
over time, comes to reflect greater affluence
and influence.
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Finally, this kind of organization provides an
opportunity for the continued involvement of
key trustees who are “stepping down” from the
governing board. If no such organization
exists, the status of “trustee emeritus” offers
another way to maintain the involvement of
the most influential people.

The Ideal Trustee

In every community, there are a limited num-
ber of socially conscious, aware and respon-
sible individuals who provide leadership in
sustaining and advancing its philanthropic or-
ganizations. These individuals give freely of
their time, talents, and energies, and their
personal and corporate resources, in order to
improve the community and benefit their fel-
low citizens. Theyinsistupon the same aware-

ness, responsibility and commitment from their
peers, in both the social and business realms.

These individuals, as arule, are sought after by
everyone. An organization can do no better
than toentrustto them its future—for they can
be counted on to make it happen.

Whether or not an organization enjoys imme-
diate success in enlisting the very best for
service on its board, the qualities they possess
are the ones that should be sought in all trust-
ees.

In the final analysis, a free society depends on
a strong free enterprise system—and a strong
free enterprise system depends on enlightened
leaders, providing their time and treasure for
the benefit of the less fortunate.
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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 ldentity 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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Let’'s Talk About Your
Situation

Fund-raising campaigns have been won with-
out implementing all the principles and strate-
gies discussed in this article. Often, in the
course of planning and executing a particular
campaign, we find that the best way to achieve
successisto “invent” newtools and approaches
to replace the standard ones. We at Goettler
Associates strive to apply the principles of
fund raising in a flexible way that is appropri-
ate to the needs and circumstances of each
individual client.

There are certain constants, however. Our ex-
perience shows that the campaign which is
properly conceived, planned, and executed—
with the assistance of professional counsel—
is the campaign which invariably enjoys suc-
cess.

We’d enjoy talking with you informally about
these ideas. Or, better yet, we’d like to learn
aboutyoursituation and discuss with you how
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
development objectives, the challenges you
face, and the resources you have for achieving
your goals.
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Columbus, OH 43215

(614) 228-3269
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