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for Fundraising for Social Change. The manual includes a course description and
syllabus, with week-by-week questions for discussion, writing assignments, small-
group exercises, and case studies of ethical dilemmas. It also describes in detail the
eight-week field placement component of the class.

The Instructor’s Manual is available FREE on-line.

If you would like to download and print out an electronic copy of the manual,
please visit www.wiley.com/college/fundraisingforsocialchange.

Thank you,

Kim Klein
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For everyone I have met during the past thirty
years who believes that the world can be a
better place and who finds joy and

meaning in working toward that end.



PREFACE TO THE FIFTH EDITION

V\/hen I line up all the editions of Fundraising For Social Change since the
first one in 1988, I am amazed at how much longer each one is. Does this
mean each one has that much more knowledge, or am I just getting to be a wind-
bag? I hope the former, and my hope is bolstered by how much fundraising has
changed over these decades.

Every chapter in this edition has been significantly changed to reflect new and
expanded technology—e-mail, the Web, online giving, cell phones, blogs. Some of
these technologies did not exist when the Fourth Edition came out in 2000, but
they are now part and parcel of organizational life. I have added chapters on ethics,
on working across cultural lines, and on how to create opportunities for fundrais-
ing more systematically. I have also greatly expanded the chapters on major gifts,
capital, and endowment campaigns. Needing much more information on large
campaigns reflects the fact that many grassroots organizations have become insti-
tutions and are able to project their work decades into the future.

Some things that have changed since this book was first published—and which
have changed exponentially since the last edition—are not positive. The gap
between rich and poor is the largest it has ever been. In the United States, this
chasm is caused in great part by the recent tax changes that have made already
wealthy people more wealthy while driving millions into poverty. The minimum
wage is not enough keep a family out of poverty. Homeless shelters are full of peo-
ple who work full time but can’t afford housing. Meanwhile, the federal taxes we
do pay fund a military budget supporting bloody and pointless wars around the
world and a “war on terror” at home that is more about suppressing dissent than
concern for safety. Moreover, public schools, parks, arts programs, and the like are



Xii

no longer truly “public” because they must raise large amounts of money privately
to do their job.

This book is designed to help small organizations raise money effectively by
building a broad base of individual donors. But private-sector giving cannot take
the place of government funding, and the nonprofit sector cannot solve the many
social problems created or exacerbated by public policies more commonly associ-
ated with oligarchies than democracies. Nonetheless, an organization that is
financed by a broad base of individual donors is in the strongest position to
advocate for the structural changes our society must make. The late management
guru Peter Drucker said, “Every important idea for social change has come from
the nonprofit sector.” For these ideas to become reality, they must be supported
by the time and money of dozens, hundreds, or thousands of people. For organi-
zations serious about social change, the number of donors you have is as impor-
tant as the amount of money you raise, and to state the obvious, the more donors
you have, the more money you will raise. In this book, I assume you are already
working as hard as you can; I suggest ways for you to work smarter. Then you can
find and reach the donors you need to get the money you deserve.

Oakland, California Kim Klein
August 2006
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INTRODUCTION

This is a how-to book. Its goal is to provide organizations that have budgets of
less than two million dollars (including much less than that) with the infor-
mation they need to establish, maintain, and expand a successful community-based
fundraising program. Building a broad base of individual donors gives organiza-
tions maximum freedom to pursue their mission. They can then use foundation,
corporate, or government grants for special programs, start-up costs, technical
assistance, capital or endowment projects, or other time-limited needs.

Organizations with small budgets, particularly those working for social change,
need to keep in mind that the context in which their fundraising efforts take place
is different from that of large, established organizations such as universities.

First, the name of your group is not a household word. And even when they
hear about you, many people will not understand what you are trying to do. Many
of those who do understand may disagree with you, particularly if you are trying
to challenge the status quo. Even those in sympathy with your mission may think
your aims are hopelessly naive or idealistic; you may often be told to “face reality.”

Second, you probably have little or no front money and not enough staff and
you are often either just holding your own financially or falling behind.

Third, your board of directors, volunteers, and staff are likely to be unfamiliar
with fundraising strategies and may not be comfortable with the idea of asking
for money.

For grassroots groups such as yours, traditional fundraising strategies need to
be rethought and translated into workable terms. This book does that. All of the
strategies explained and recommended here have been successful for small groups.
Not every strategy will work for every group, but the discussion of each strategy



will allow you to decide which strategies will work for your group and how to
expand the strategies you are already using.

Fundraising without planning, without a strong, committed group of volun-
teers to help, without a workable organizational structure, or without under-
standing the basic components of all fundraising plans is practically impossible.
The appropriate staff, whether paid or unpaid, of every organization should read
the first two sections of this book to learn the context for successful fundraising.

The next sections present detailed descriptions of how to carry out strategies
to acquire, retain, and upgrade donors to your organization. These proceed from
the most impersonal—direct mail appeals and special events—to the most
personal—solicitation by telephone and in person. The book gives special atten-
tion to the difficulties most people have asking for money and offers concrete ways
to overcome these difficulties. Finally, the book covers how to create a budget and
a fundraising plan and the rudiments of setting up a fundraising office, keeping
records, working with an executive director, and hiring fundraising staff or con-
sultants. Special circumstances for fundraising are also discussed, such as raising
money in rural communities or raising money for a coalition of groups. There are
many fundraising strategies that are not covered in this book, and readers are
encouraged to explore them. However, all successful fundraising strategies are, at
the end of the day, about people. Corporate giving is about knowing someone
in the corporation who will shepherd your cause through their system. Service
clubs, houses of worship, foundations, and so on are also about knowing some-
one. So even though this book doesn’t cover that specifically, it does cover what
you need to know to pursue any strategy you want to pursue.

If you find this book helpful, I encourage you to buy my other books and to
subscribe to the Grassroots Fundraising Journal, a bimonthly publication that will
help you keep up with fundraising strategies and developments in the field. I also
encourage you to buy my training videotapes and use them with your board. All
that helps me, and it will help you.

But ultimately, after you have read about how to raise money and gone to work-
shops on how to do it, the only thing left is to do it. Like driving a car or learning
to swim, all the theory and explanation will not help until you get behind the wheel
or into the pool and try it for yourself.

Few people give money without being asked. Make this your motto: “Today
somebody has to ask somebody for money.”

Fundraising for Social Change



PART ONE Fundraising
Framework

V\/hen I hand out the agenda for a fundraising workshop, participants are

often surprised to see that the section on personal solicitation is in the
afternoon. Many have said, “I came to learn how to identify prospects and ask for
money, not how to create a case statement or build a board of directors.” Success-
ful fundraisers know, however, that fundraising doesn’t start with asking for
moneys; it starts with understanding how fundraising and philanthropy work and
what an organization needs to have in place in order to be successful in asking for
money. This first section starts with what, for me, are the two most important facts
I have ever learned about fundraising: the bulk of money given away to nonprof-
its comes from individuals, and the majority of people who give are not rich. The
corollary to these facts is this: fundraising starts with who you know, and you
already know all the people you need to know to begin your fundraising efforts.
The section continues by describing what a group should have in place before it
can begin asking for money in earnest and finishes with a discussion about the
group of people who are going to be key to a successful fundraising effort:
the board of directors.






chapter

Philanthropy in America

The word philanthropy comes from two Greek words meaning “love of people.”
In modern times this goodwill, or humanitarianism, is often expressed in do-
nations of property, money, or volunteer time to worthy causes. Similarly, the word
charity comes from a Latin word meaning “love” in the sense of unconditional lov-
ingkindness, compassion, and seeking to do good. The roots of these words re-
mind us of the fundamental reasons for the work of most nonprofit organizations.
The United States has the largest system of organized private philanthropy in
the world. In this country, nongovernmental organizations have been created—
and funded through private sources—to provide services that countries with
greater government commitment to social welfare provide directly and fund
through taxation. If nonprofits in the United States were a single industry, they
would rank as the nation’s largest industry, accounting for just under 10 percent
of the workforce and about 5 percent of the gross domestic product. As of 2005,
more than 1.5 million organizations have been recognized by the Internal Revenue
Service as tax exempt. Several million more small, grassroots organizations that
are doing important charitable work are not registered with the government and
have no formal tax status. These groups include organizations just getting started;
organizations using a fiscal sponsor; organizations that use very little money, such
as neighborhood block clubs; organizations that come together for a one-time pur-
pose, such as cleaning up a vacant lot or protesting something; and those that don’t
wish to have a structural relationship with the state or federal government.
Because of the size and growing sophistication of the nonprofit sector, it has in-
creasingly drawn the attention of the government, researchers, academics, and
many members of the general public. Although nonprofits are increasingly regu-
lated by federal, state, and local government, public awareness, coupled with the



role of individuals in funding nonprofits, means that voluntary compliance with
accepted ethical standards of accounting, personnel, and fundraising practice pro-
vides an added, and usually sufficient, layer of self-regulation. Nonprofit status is a
public trust and tax exemption is, in effect, a public expense. Even if an organiza-
tion has no formal tax status, if it seeks to raise money from the public it has the
same moral duty as registered nonprofits to operate ethically, be truthful with
donors, and provide the highest quality of services to clients.

THE FOUNDATION-CORPORATE GIVING MYTH

As with many endeavors that are critically important and use the resources of mil-
lions of people, it is not surprising that a number of misconceptions have grown
up about philanthropy and charities.

The most serious misconception for fundraising is many people’s belief that
most money given to nonprofits comes from foundations and corporations. The
truth is far different. Of all the income of all nonprofits, about half is earned in-
come: fees for service, tuition, products for sale, and the like. About 30 percent of
nonprofit income is derived from government programs (collectively known as
“the public sector”). Extensive cutbacks in government funding starting in the
1980s and continuing to this day have reduced government funding a great deal,
but it remains a significant source of income for many organizations. The final 20
percent of nonprofit income is from the private sector: individuals, foundations,
and corporations. For most of the organizations using this book, the private sec-
tor will provide the majority of your funding. Surprising to most people is the fact
that gifts from individuals make up the bulk of private-sector funding, far more
than all foundation and corporate money combined. This book focuses almost en-
tirely on how to raise money from that enormous market of individual donors.

There is now an enormous body of research on philanthropy, both in the United
States and in other countries, and determining who gives what to whom and why
comprises a lot of it. The most widely used report is Giving USA, compiled yearly
by the Giving USA Foundation AAFRC Trust for Philanthropy. Every year since
1935, the authors have calculated just how much money was given away to non-
profits and by whom. They have identified four general sources of gifts from the
private (nongovernmental) sector: living individuals, bequests (cash or other do-
nations an individual arranges to be given to a charity on their death), founda-
tions, and corporations. Their research shows that the proportion of giving from
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each of these sources remains constant, varying from year to year by only two or
three percentage points, with gifts from individuals (living or deceased) exceeding
the rest by an impressive ratio of nine to one.

For the year 2005, the latest for which figures are available, giving from these
sources totaled $260.68 billion.

Sources of Contributions, 2004

Contributions From Amount in Billions Percentage of Total
Individuals $187.92 75.6
Bequests $19.80 8.0
Foundations $28.80 11.6
Corporations $12.00 4.8

Source: Giving USA, 2006.

Given these facts, an organization should have no trouble knowing where to go
for money: individuals provide the vast bulk of private support to nonprofits.

WHO GIVES AWAY MONEY?

The logical follow-up question—Who are these people?—is more difficult to an-
swer because there are many complex variables. Not only does the answer vary by
which methods are used in doing the research, but there are also many aspects of
giving that it is difficult for researchers to learn about. The bottom line is that, al-
though the Giving USA figures presented above are probably fairly accurate in
terms of foundation and corporate giving—which is easier to measure—giving by
individuals is probably even greater than those statistics can measure. Here’s why.

There are some formal ways that estimates of individual giving are made: by
analyzing the tax returns of people who itemize their giving and extrapolating from
them, by surveying a random sample of the population about their giving and ex-
trapolating from their answers, and by comparing the results of either or both of
these methods with what charities report of their income, either in their own tax
filing statements (known by the name of the IRS form, 990) or in polls and sur-
veys. The data collected in any of these ways can then be further analyzed by
demographic breakdowns, such as the age or income of the donor, or by looking

Philanthropy in America



at the giving patterns of a particular set of donors over several years. Further in-
formation can be learned by comparing the characteristics of donors with those
of nondonors or by conducting focus groups on why (and to what) people give or
don’t give.

There are a few well-known, established sources of research on who gives away
money, how much, and to what. Perhaps the best known is Giving USA, cited above.
Independent Sector, a leadership forum for nonprofits that also reports on giving
in the United States, publishes a biannual report, Giving and Volunteering in the
USA, based on written and phone surveys. The Center on Philanthropy at Indiana
University surveys giving and volunteering by the same households over time as
families and reports its findings in its Center on Philanthropy Panel Study (known
as COPPS). Other researchers include the Center on Wealth and Philanthropy at
Boston College, the Foundation Center, the National Center for Charitable Statis-
tics, the NewTithing Group, and empty tomb, inc. (for research on religion).

Each of these institutions uses slightly different methods of counting philan-
thropic giving, with correspondingly disparate results. No matter what method is
used, however, chances are that charitable giving by individuals is underreported
because of the limitations of the information available.

For research that uses tax returns to estimate giving, as with Giving USA, it’s
important to note that only 30 percent of Americans file an itemized return. The
70 percent of Americans who file a “short form” receive no tax benefits from their
giving because their giving doesn’t exceed the standard deduction. Extrapolating
what nonitemizers give is done with an econometric model. Though there is no
reason to think the results from this model are wildly inaccurate, the estimates are
probably conservative and thereby likely undercount a lot of giving.

For those who do report giving on their tax forms, we are confronted with the
fact that people tend to understate their income and exaggerate their giving. By
how much? Hard to say. When people are surveyed by phone about their giving,
might they exaggerate their generosity? Probably. By how much? Hard to say. Cer-
tainly, people often forget how much they have given to charity when they have no
incentive, such as a tax deduction, to help them remember. Possibly the exaggera-
tors cancel out the underreporters. Add to that mix that rules about what is tax de-
ductible and what is not are confusing even to nonprofits, and we can safely assume
that it is difficult to say with great accuracy exactly who gives away money and how
much they give away every year.

Fundraising for Social Change



Here are some other variables that make knowing who gives away money
difficult:

Although the majority of people give money from their annual income, the
wealthy minority give from their assets. Studies looking at who is generous rel-
ative to their ability sometimes only compare income; others look at net worth.
These can yield different results. For example, a family could have a low income
but be quite wealthy because of assets, or have a low income and be poor.

Studies that calculate in which region of the country people are the most gen-
erous usually fail to take into account cost of living. For example, compare two
states where the median income is $40,000 but in one state the median cost of
housing is twice as expensive as in the other. The people living in the first state
might well give less money away than those in the other state, but proportion-
ate to their disposable income, they might be equally generous.

Almost all studies try to focus on formal philanthropic giving, but if we were
to count the amount of money donated to homeless people on the street, or
sent as remittances to family members in other countries, or given to help a
friend pay for college or to help a poor family pay rent for a few months, not
only would our studies show much more giving, they would probably reveal
even more demographic differences among givers.

Looking at what charities report as their income would seem to give the most
accurate data on how much people give to charity, but there are two factors that
make this, too, a less reliable source. First, as mentioned, a lot of money donated
by individuals doesn’t necessarily go to established charities. Second, religious or-
ganizations are not required to file 990s (some do voluntarily), so we don’t really
have an accurate picture of how much income or what the sources of income are
for religious institutions. Similarly, organizations with budgets of less than $25,000
are also not required to file a 990. For these many organizations, then, we are op-
erating in the realm of guesswork about their total incomes and sources of income.

So you can see the problem of trying to learn who gives away money, how much
they give, and where it goes: the majority of people do not declare their giving on their
tax forms, and a large number of nonprofits are not reporting their income sources.

A final compounding factor is that who gives how much away has been chang-
ing as the U.S. economy has changed over the past ten years. For many years the
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bulk of money given away in the United States came from middle-class and
working-class people. In 1998, Independent Sector’s research showed that about
82 percent of all giving came from households with incomes of $65,000 or less,
which was the majority of people. By 2000, the increasing disparity between rich
and poor began to show up in giving. The most recent Giving USA notes that
households with a gross income of $100,000 or less, which describes 92 percent of
all households according to the IRS, contributed only about 52 percent of all giv-
ing, whereas households with a net worth of $5 million or more (1 percent of all
households) contributed 28 percent of all gifts. Of course, this group also earns
more than 40 percent of all income and owns more than 85 percent of all publicly
traded stock, so as a group they are not particularly generous. Regardless of how
the figures are analyzed, people with smaller household incomes now account for
less total giving than they did eight years ago.

Giving USA notes, “The trend toward increasing inequality in income in the
past two decades paired with different giving patterns to charitable organizations
by income level will affect the overall distribution of contributions among non-
profit organizations in the coming years.” Further, as United for a Fair Economy—
an independent organization that studies and reports on wealth and power in the
United States—points out, the wealthy are growing wealthier as the middle-class
loses ground. One indicator is the difference in pay between those at the top and
those below them. As of 2004, the ratio of what the average CEO is paid (now $11.8
million) to what the average worker is paid (now $27,460) is 431-to-1. (If the min-
imum wage had risen as fast as CEO pay since 1990, the lowest-paid workers in
the United States would be earning $23.03 an hour today instead of their current
$5.15 an hour.) The disparities between what lowest-paid and highest-paid work-
ers earn in the United States is the greatest in the world. This situation not only
speaks to a need for a more just tax system, it also means that the majority of peo-
ple do not have much money to contribute. As the gap grows and the middle class
becomes smaller, giving by the majority of individuals may go down in actual dol-
lars, even if it doesn’t go down as a percentage of income.

THE TRUTH ABOUT GIVING

Despite the difficulties of learning exactly who gives and to what, the following
facts are found in a number of studies, they have been found year after year, and
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they are borne out by the experience of development professionals all over the
world.

About seven of every ten adults in the United States and Canada give away
money. Where these numbers have been studied more locally, we have some in-
teresting variation. For example, in Hawai’i nine out of ten adults give away
money; in Alaska, six out of ten do. In Boulder, Colorado, where I grew up, a
smaller percentage of the population gives away money than in nearby Denver.
More people give away money in Nova Scotia than in British Columbia. (Here’s
a fun sampling from around the world: in Holland, almost 90 percent of the
population gives away money, despite paying very high taxes. In Korea, 64 per-
cent give; in the Philippines, 80 percent.)

Middle- and lower-income donors are responsible for a significant percentage
of the money given—from 50 to 80 percent—and are the majority of givers.

Most people who give to nonprofits give to at least five and as many as fifteen
groups.

About 20 percent of people on welfare give away money (with the average gift
being $74), and about 97 percent of millionaires give away money (Center on
Philanthropy data).

Volunteers are more likely to be donors than people who don’t volunteer.
More people give away money than vote.

The majority of people who give away money describe themselves as religious
or spiritual, whether or not they are involved in a formal religious or spiritual
community.

And finally, a theme I will return to a thousand times in this book, people give
when they are asked.

In the United States, the lion’s share of private-sector giving, according to all
studies, goes to religion. Religious organizations also make up the majority of non-
profits in the United States. Religion has lost market share over the years. When I
entered the field of fundraising in 1976, religious giving was 50 percent of all giv-
ing; now it is just over 30 percent. Generation X seems to be giving less to religion
than previous generations, but that may change as that generation ages.
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Nonetheless, regardless of the methodology used or the variables considered,
study after study give us a picture of a generous country, with most people mak-
ing donations and feeling good about doing so. They also give us a picture of mid-
dle- and lower-income donors making up a significant percentage of all money
given away and of a constantly increasing amount of money given every year.

Foundations and corporations, which have the false reputation of keeping char-
ity alive, are overrated as a source of funds and the help they can provide is often
misunderstood. While foundation and corporate giving will always play a vital role
in the nonprofit sector, the limitations of that role must be clearly understood.

FOUNDATIONS

Foundations have relatively little money, and that money is in very great demand.
Many of the larger foundations report receiving one hundred proposals for every
two they are able to fund. As information about foundations becomes more eas-
ily available via the Internet, the demand is increasing. Online databases help po-
tential grantees identify more and more sources. Many foundations now post their
guidelines and annual reports on the World Wide Web. Some progressive founda-
tions have adopted a standard grant application form, allowing grantees to sub-
mit exactly the same proposal to many different foundations. The very things that
thus make foundations more accessible also make them inundated with requests.

Although many nonprofits, especially new or small organizations, think foun-
dation funding would be the answer to their money problems, in fact foundation
funding is designed to be used only for short-term projects. These include the start
up of a new organization and its first few years of operation; capital improvements;
new programs; one-time projects, such as studies or conferences; capacity build-
ing; or for help through a particularly rough period in the life of an organization
for which it has a good excuse and a realistic recovery plan. More recently, foun-
dations have been creating “initiatives,” where they focus most or all of their grant-
making on one area of their choosing, such as preschools, youth organizing, or
immigrants rights. These initiatives are often helpful for bringing together a num-
ber of organizations working on the same issue, allowing them to share ideas and
create joint strategies. Sometimes several foundations join an initiative. However,
the foundation funding invariably dries up before the problems identified by the
initiatives have been solved, leaving groups that have relied heavily on this fund-
ing in a bad way. Many foundations, recognizing the limits of their funding, have
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provided capacity-building grants, which are largely efforts to help organizations
move away from the foundation to a more diverse set of income streams.

If an organization has come to rely on foundation funding, decreasing reliance
should be an important part of its financial planning. If an organization has never
become reliant on foundation funding, it should plan not to, and it should not
make the mistake common to many small organizations of seeking more founda-
tion funding as the years pass rather than less.

CORPORATIONS

Corporations are different from foundations in a key way: unlike foundations,
whose job is to give money away, corporations exist to make money. Giving money
away is primarily an activity that a corporation hopes will directly or indirectly
help it to make more money. Even so, only 11 percent of corporations give away
any money at all. Moreover, although they are allowed to give away up to 10 per-
cent of their pretax profits, in fact the average amount these companies give away
is a mere 1 percent of pretax profits. Corporations that do give money generally
give it to the following types of organizations or activities:

* Organizations that improve the life of the community where their employees
live (symphonies, parks, museums, libraries)

+ Groups that help their employees be more productive by addressing common
employee problems (alcohol and drug rehabilitation, domestic violence)

+ Organizations that provide volunteer opportunities for employees, or to which
employees make donations

+ Research activities that will help the company invent products or market exist-
ing products (various departments in universities get much of their funding for
such research from corporations)

+ Education programs for young people to ensure an adequate future workforce
for the company (literacy programs, innovative schools, scholarships)

More frequent and generous is corporate giving to match employee donations.
Although many corporations have had matching gift programs for some time, the
scale of today’s matching programs have come to be called “employee-driven phi-
lanthropy.” For this reason it is important to know where your donors work and
whether their corporation will match their gift.
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Aside from money, corporations make other valuable donations, such as con-
tributions of expertise (loaning a worker to help a nonprofit with accounting, mar-
keting, or personnel), space (free use of conference or meeting rooms), printing,
discarded furniture and office equipment (computers, fax machines, copy ma-
chines), building materials, and so on.

The past couple of decades have seen many corporations joining with charities
in what is called “cause-related marketing” efforts, in which a corporation donates
a certain percentage of its profits from a particular item or a certain amount of
each sale to its partner charity. The nonprofit group and the corporation advertise
the arrangement and encourage people who may be choosing among similar prod-
ucts to choose the one that also benefits the charity. Variations on this theme in-
clude corporations that offer to give a percentage of profits to a certain kind of
organization (environmental, progressive, feminist) or who allow customers to
nominate groups that should receive corporate funding. Cause-related marketing
has benefited many organizations by allowing shoppers to feel that their spending
can also serve a charitable purpose. The drawback is that these donors do not be-
come part of an organization’s donor base, about which much more will be said
in the course of this book.

Some organizations are not able to get corporate funding because their work is
too controversial, others are not located near any corporate headquarters, and oth-
ers will not seek corporate funding because they wish to avoid appearing to en-
dorse a corporate product or a particular corporation’s way of doing business.
However, if your group does wish to seek corporate funding, keep in mind that the
key element is knowing someone in the corporation. Having “a friend at the
bank”—literally and figuratively—is important, and the many ways a corporation
can help you should not be overlooked. Just like foundation giving, however, in-
come from corporate giving should not be relied on.

THE POWER OF INDIVIDUAL GIVING

I hope it is clear by now that a broad base of individual donors provides the only
reliable source of funding for a nonprofit year in and year out, and the growth of
individual donations to an organization is critical to its growth and self-sufficiency.
Further, relying on a broad base of individuals for support increases an organiza-
tion’s ability to be self-determining: it does not need to base program priorities on
what foundations, corporations, or government agencies will fund.
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Recipients of Charitable Giving

To really understand private-sector giving, it is important to look not only at who
gives this money, but also at who receives it. Again, with only a few percentage
points of variation from year to year, Giving USA has reported a consistent pat-
tern of where gifts go. A little more than one-third of all the money given away in
America goes to religious organizations, with education a distant second, followed
by health, human services, the arts, and four other categories that receive small
percentages of giving.

Uses of Contributions, 2005

Contributions To Amount in Billions  Percentage of Total
Religion $93.18 35.8
Education $38.56 14.8
Health $22.54 8.7
Human services $25.36 9.7
Arts, culture, humanities $13.51 5.2
Public-Society benefit $14.03 5.4
Environment and animals $8.86 3.4
International affairs $6.39 2.5
Gifts to foundations $21.70 8.3
Unallocated giving $16.15 6.2
Source: Giving USA, 2006.

Giving categorized as “public-society benefit” includes gifts to organizations
concerned with community organizing, civil rights, and civil liberties, as well as
gifts to United Way, Jewish Federation, and combined funds, such as the Com-
bined Federal Campaign.

The category of “gifts to foundations” includes giving to community and pri-
vate foundations and tends to vary from year to year. Giving to foundations was
particularly high in 2005 because of several $1 billion gifts given in the last several
years, including $3 billion given by Bill and Melinda Gates to their foundation,
and $2.6 billion from the estate of Susan Buffett, both in 2004, and $51 million
given for disaster relief.
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The category called “unallocated giving” includes deductions carried over, that
is, amounts claimed in one year for a gift made up to five years earlier. This situa-
tion occurs when charitable contributions exceed 50 percent of a taxpayer’s gross
adjusted income, when foundations make grants to organizations outside the
United States, and most interesting to anyone concerned about privatization, some
gifts to government entities. Since they are funded by taxes, government entities
that receive private donations, such as public schools, public libraries, public health
departments, and the like, are not required to report these gifts.

Giving to Religion

Religion as a category receives one-third of every charitable dollar, yet only a small
percentage of giving to religion is from foundations and virtually none of it is from
corporations. Until recently, because of the constitutional separation of church
and state, religious activity received little government funding either, except for
providing a specific social service. Under a controversial program of President
George W. Bush’s administration, religious organizations have been able to receive
more government funding than in the past. Many religious groups opt not to apply
for this money, however, because they do not believe religion should do the work
of government; groups that have received such government funding often report
that the amounts given are not as much as the controversy would have led the pub-
lic to believe. Even with this money, it remains true that the vast majority of fund-
ing that religious organizations receive is from their own members.

We can learn a lot by examining what makes fundraising for religious institu-
tions so successful. At first glance, many people think that religious institutions re-
ceive so much money because of their theology: the reward of heaven, the blessing
of giving, the threat of eternal damnation for those who do not give. While these
enticements may play a role in some people’s giving, it is clear that in the wide va-
riety of religious expression, these motives are not enough. Some religious tradi-
tions do not believe in any form of eternal life; others don’t even believe in God.
Even in traditions that encompass some of these beliefs, mature adults can be given
more credit than to think that their behavior is based simply on a desire for re-
wards or a fear of punishment.

So why do religious organizations receive almost one-third of all private-sector
dollars? Although religious institutions offer ideas and commitments that are of
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great value, the reason they get money—and this is key to understanding success-
ful fundraising—is that they ask for it.

Let’s take as an example a Protestant or Catholic church. (If you are of a differ-
ent religious tradition, compare your own tradition to what follows.) Here is how
they raise money:

They ask every time worshippers are assembled, which is at least once a week.

They make it easy to give: a basket is passed to each person in the service and
all gifts are acceptable, from loose change to large checks. Everyone—whether
out-of-town visitor, occasional church goer, or loyal and generous congregant—
is given the same opportunity to give. The ushers are not concerned about of-
fending someone by asking. They would never say, “Don’t pass the basket to
Phyllis Frontpew—she just bought the new carpet,” or “Skip over Joe because
he just lost his job.”

They make it easy to give, even if you are not a regular congregant. Once a year,
most houses of worship will have some kind of stewardship drive or all-
member canvass; in many churches, someone will come to your house and ask
you how much you will be pledging this year. You can pay your pledge by the
week, month, or quarter, or give a one-time gift. The option of pledging and
paying over time allows people to give a great deal more over the course of a
year than most could in a single lump sum.

They provide a variety of programs to which you can give as you desire. If you
are particularly interested in the youth program you can give to that, you can
buy flowers for the altar, support the music program, or help fund overseas mis-
sions. Many churches have scholarships, homeless shelters, food banks, or other
social programs. And of course, if you are a “bricks-and-mortar” person, you
can contribute to any number of capital improvements—new hymnals, a new
window, a better organ, or a whole new sanctuary.

Finally, religious institutions approach fundraising with the attitude that they
are doing you as much of a favor to ask as you will be doing them to give.
In other words, they recognize that fundraising allows an exchange to happen
between a person who wants to see a certain kind of work get done and an
institution that can do that work. If one of your values and beliefs is that a
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house of worship is important, then in order for that institution to exist you
will need to help pay for it. Giving money allows you to express your desire and
commitment to be part of a faith community and allows your commitment to
be realized.

All organizations should institute the diversity of fundraising methods that
characterizes most religious institutions. In the chapters that follow, I will show
you how.
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Principles of Fundraising

I_et’s start with a question: “What is the purpose of fundraising?” Here is the
wrong answer: “To raise money.” The only way you can raise money year after
year is by developing a broad base of individual donors who feel loyal to your or-
ganization. The purpose of fundraising, then, is to build those relationships, or
more simply put, the purpose of fundraising is not to raise money, but to raise
donors. You don’t want gifts, you want givers. You want people to make donations
and feel so good about how they were treated and what you did with the money
that they want to give again and again. They may even tell their friends about your
organization, so you not only get money from them but from new donors as well.

Focusing on building a donor base rather than on simply raising money means
that sometimes you will undertake a fundraising strategy that does not raise money
in the first year, such as direct mail, or for several years, such as legacy giving. It
means that you will relate to your donors as individual human beings rather than
as ATMs that you engage when you want money but whom you otherwise ignore.
It means you will plan for both the short term and the long term and look at the
results of any fundraising strategy not only for the next month but also for the next
few years.

DIVERSIFYING SOURCES

Focusing on raising donors means that an organization systematically diversifies its
sources of funding, increases the number of people helping raise money, and di-
versifies the skills of those doing fundraising. The need for diversity is not a new
lesson. People with only one skill have a more difficult time finding employment
than those with a variety of skills. Investors put their money in a variety of finan-
cial instruments rather than in just one kind of stock. Since the 1980s thousands of
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nonprofits have been forced to curtail their services severely or to close their doors
because the government funding they relied on so heavily ceased to be available.

Yet many organizations continue to look for the ideal special event that will
fund their entire budget, or they search for one person, foundation, or corpora-
tion who will give most of the money they need, or they try to hire the perfect
fundraiser who will bring in all their income without anyone’s help. These groups
reason that if they could use one fundraising strategy that was absolutely certain,
tried and true, their money worries would be over. Unfortunately, no fundraising
strategy or person fits that description. In fact, only if it maintains a diversity of
sources will an organization survive for the long term.

What’s the largest percentage of their income that an organization should rely
on from one source? Think of it this way: an organization could lose 30 percent of
its funding and probably survive, though it would be difficult, but the loss of more
than 30 percent of funding would be catastrophic for all but the biggest organiza-
tions. That’s why organizations should not receive more than 30 percent of their
funding from any one source for more than one or two years. This guideline means
that although you could have more than 30 percent of income coming from mem-
bership (and many groups do), you cannot have one member providing 30 per-
cent of this money. (The IRS recognizes this principle with its “one-third rule,”
which states that an organization with one-third or more of its total income from
one person, foundation, or corporation for more than three years does not meet
the test of a public charity; if this condition persists for several years, an organiza-
tion risks losing its 501(c)(3) status. Public charities are to be supported by a cross
section of the public.)

There is no set number of sources that constitutes healthy diversity. Much will
depend on the size of your budget, your location, and your work. However, the
more people who give you money and the more ways you have of raising money;,
the better off you are.

WHY PEOPLE GIVE

Approximately seven out of ten adults regularly make donations to nonprofits. Of
those, most support between five and eleven organizations, giving away a little
more than 2 percent of their personal income. All fundraising efforts should go
toward trying to become one of the groups that these givers give to, rather than
trying to become the recipient of the first charitable donation of a previous
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nongiver. People who give money are not denying themselves food or withhold-
ing shoes for their children; these people are dedicated givers, and your organiza-
tion’s job is to become one of those they give to. To do that you must carefully
examine what makes a person a giver.

Self-Interest

There are many reasons that people give to nonprofit organizations. The most
common reasons vary from consumerism to tradition to deeply held belief. Some
people give because they like the newsletter an organization provides or because
they receive a free tote bag, bumper sticker, or some other tangible item. Some give
to a certain group because everyone in their social circle gives to that group or be-
cause it is a family tradition. Some give because it is the only way to get something
the organization offers (classes, theater seats, access to a swimming pool).

At a more altruistic level, there are more reasons for giving. People give because
they care about the issue, they believe in the group, and they think the group’s analy-
sis of a problem and vision of a solution are correct. Often people give because they
or someone they know were once in the position of the people the group serves (al-
coholics, abused women or children, unemployed, homeless) or because they are
thankful that neither they nor anyone they know is in that position.

People give because the group expresses their own ideals and enables them to
reinforce their image of themselves as a principled person—for example, a femi-
nist, environmentalist, pacifist, equal rights advocate, good parent, concerned cit-
izen, or whatever image is important to them. Through their giving, they can say
in truth, “I am a caring person,” “I have deep feelings for others,” “I am helping
others.”

Sometimes people give because they feel guilty about how much they have or
what they have done in their own life, or they give in order to feel more assured of
salvation and eternal life.

Above all, however, people give because they are asked, and being asked reminds
them what they care about. When they are asked personally by a friend or some-
one they admire, in addition to feeling good about giving to the organization, they
get to show themselves as a principled and generous person to someone whose
opinion they value.

Although these motivations for giving are what impel most people to give, most
nonprofit organizations appeal to two other potential motives that are not very
persuasive. These are, “We need the money,” and “Your gift is tax deductible.”
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Neither of these reasons distinguishes your organization from all the others. All
nonprofit organizations claim to need money, and most of them do. The fact that
the gift is tax deductible is a nice touch, but gifts to several hundred thousand other
nonprofits are tax deductible too. Further, as I mentioned in Chapter One, the ma-
jority of Americans file a short form (that is, they do not itemize deductions to
charities on their income tax returns), so they receive no tax benefits for their giv-
ing. Neither need nor tax advantage makes your organization special.

Giving as Fee for Service

The 70 percent of Americans who give away money pay nonprofits to do work that
can only be accomplished by group effort. There is very little one person can do
about racism or pollution or world hunger. Only as part of an organization can an
individual make a difference in these or any other pressing social problems. Cer-
tainly, one person cannot be a theater or a museum or an alternative school.
Donors need the organization as much as the organization needs them, and the
money is given in exchange for work performed. In a way, donations are really fees
for service.

ANYONE CAN DO FUNDRAISING

Most important for small organizations, it is critical to understand that fundrais-
ing is easy to learn. In the past thirty years there has been an increasing emphasis
on fundraising as a “discipline.” Colleges and universities now offer courses on var-
ious aspects of fundraising, sometimes as part of degree programs in nonprofit
management, and professional organizations offer certification programs in
fundraising. There are more and more people who are professional fundraisers.
All of these developments contribute to the health and well-being of the nonprofit
sector. But a course, a degree, or certification is not required for a person to be
good at fundraising, and they will never take the place of the only three things you
really need in order to be a fundraiser: simple common sense, a commitment to a
cause, and a basic affection for people.

No one says at the age of twelve, “When I grow up, I want to be in fundraising.”
Instead, a person is drawn to an idea or cause and to an organization working on
that issue. The organization needs money in order to pursue the cause, so the per-
son decides to help with fundraising, even though it is not their first choice of how
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to be involved and even though they have at first found the idea of raising money
slightly distasteful or a little frightening. With time and experience, many people
find that fundraising is not as difficult as they had imagined; they may even begin
to like it. They realize that people feel good about themselves when they give
money to a cause they believe in and that to ask someone for money actually
means to give that person an opportunity to express traditions or beliefs that are
important to them.

People asked to raise money often confuse the process of giving money and the
process of asking for it. In fact, there is a significant difference between the two.
People feel good about giving money, but rarely do people feel good when they ask
for money until they get used to it. People asking for money for their cause tend
to project their own feelings of discomfort in asking onto the potential donor and
then describe the donor in words such as these: “I really embarrassed that person
when I asked him,” or “I could tell she wanted to leave the room when I asked her,”
or “They were so upset that they just looked at each other and finally said yes but
I know they wanted to say no.” These descriptions of how the donor supposedly
felt (embarrassed, humiliated, upset) are more likely to be descriptions of how the
asker was feeling. The potential donor was more than likely flattered, pleased to be
included, thinking about what amount he or she could give, or wondering if the
asker was feeling all right.

The feelings of discomfort in asking for money are normal, and in Chapter Six
I talk about them and how to deal with them. For now, be clear that asking and
giving are two very different experiences, even when they happen in the same con-
versation. When people are recruited to ask for money, they must reflect on what
they like about giving, not on what they hate about asking.

When an organization has a diversity of ways to raise money, it can use the tal-
ents and abilities of all the people in the group to help with fundraising. As vol-
unteers and board members learn more about fundraising and experience success
doing it, they will be willing to learn new strategies and they will begin to like ask-
ing for money. Further, an organization that has only one or two people raising its
money is not much better off than an organization that has only one or two
sources of money. Many small organizations have suffered more from having too
few people doing the fundraising than from having too few sources of funds. In
the chapters that follow, I discuss how to identify appropriate fundraising strate-
gies and how to build a team of volunteer fundraisers.
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Matching Fundraising
Strategies with Financial
Needs

O rganizations have three financial needs: the money they need to operate
every year, not surprisingly called annual needs; the money they need to im-
prove their building or upgrade their capacity to do their work, called capital needs;
and a permanent income stream to ensure financial stability and assist long-term
planning, the source of which is either an endowment or a reserve fund.

ANNUAL NEEDS

Most organizations spend most of their time raising money for the program needs
of the current year. This kind of fundraising is often referred to as the “annual
fund” or the “annual drive,” or to cover all tracks, the “annual fund drive.” The an-
nual fund uses several strategies, such as Internet, direct mail, special events, phon-
ing, and personal visits. The purpose of the annual fund is to acquire new donors
and to get current donors to give again and if possible, to give bigger gifts.

Because the overall purpose of fundraising is to build a base of donors who give
you money every year, it is helpful to analyze how a person becomes a donor to an
organization and how, ideally, that person increases their loyalty to the group and
expresses that increased loyalty with a steady increase in giving.

In moving from having never given to a particular group to giving regularly
year after year and sometimes several times a year, a person goes through three
phases. The first phase starts when a person is asked to give to an organization she
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hears or reads about and likes the sound of and decides on the spur of the moment
to make a donation. That first gift is called an “impulse” gift. Even if an impulse
gift is fairly large, it will rarely reflect what the donor could really afford and it is
generally based on little knowledge or commitment to the organization. This is the
moment at which the organization seeks to move this donor to the second phase.
The donor is thanked as soon as possible, then several times during the course of
the year the donor is asked for additional gifts to different aspects of the organi-
zation’s work. Ideally, the donor is asked in a few different ways, such as by phone,
at an event, or with a personal letter.

If the donor continues to give for three or more years, she is called a “habitual”
donor. Habitual donors see themselves as part of the organization and identify
with the work and the victories of the organization. Some habitual donors have a
bigger commitment to the organization than their gift reflects and have the ca-
pacity to make a bigger gift. Identifying and asking these people to increase their
gift forms the basis of a major donor program.

Once donors are giving larger gifts than they give to most other groups, they
have entered the third phase, called “thoughtful” giving. Instead of just giving what
they are in the habit of giving, they now think about what they can afford and how
making a large gift to one group will affect their other giving.

The process of moving people from nondonor to donor, then to habitual donor
and from there to thoughtful donor is the main focus in planning the annual fund.
To maintain its annual income, an organization has to recruit a certain number of
new donors every year, upgrade a certain number of regular donors into major
donors, and give all their donors three or four chances to give extra gifts.

A note on asking several times a year: Some people say they dislike receiving
several appeals a year from a group. But because one donor doesn’t like to be asked
more than once a year, it doesn’t mean that most people are like that. Many peo-
ple don’t even notice how often they are asked, particularly if you are using a few
different strategies. Some donors give every time they are asked, and many donors
find being asked a few times a year a good way to keep up with the work of the or-
ganization. However, since fundraising is a process of building relationships, if a
donor says to you, “I only give once a year, so please only ask me once a year,” then
you will go into your database and suppress their name for any extra appeals. If a
donor says, “Don’t ever call me on the phone,” you similarly note in their file not
to call that person.
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An organization can expect to retain about two-thirds of its individual donors
every year, with the greatest proportion of their one-third loss being people who
give once and not again. In planning fundraising strategies, then, you need to have
a few strategies for the sole purpose of replacing lost donors. Organizations that
lose a lot fewer than one-third of their donor base most likely do not have enough
donors—almost any group can keep a small group of donors renewing year in and
year out. You want to grow big enough that you are bringing in a lot of new donors,
knowing that up to one-third of them will not stay. Organizations that lose more
than one-third of their donors are not doing enough to keep them, and in the
case of most grassroots organizations, this situation usually means they are not
asking donors for money often enough. Remember, every organization the donor
belongs to is asking several times a year, and the donor is also being solicited by
other groups. If you only ask once a year, you become an minuscule percentage of
the solicitations the donor receives. In fact, many lapsed donors will report that
they never remember receiving any requests from the group and that it was not
their intent for their membership to lapse. To retain your donors, you need to have
a few strategies designed just for them. Section Two discusses these strategies in
more detail.

Finally, you need to have some strategies to get current donors to give more
money—these are called upgrading strategies. Sections Two and Three discuss a
wide variety of these strategies and their uses.

CAPITAL NEEDS

In addition to the money your organization needs each year and what strategies
will be used to raise that money, organizations occasionally need to raise extra
money for capital improvements. Capital needs can range from new computers to
the cost of buying and refurbishing an entire building. A capital expense is some-
thing too large for the annual budget to hold and something that is not an annual
need. Most donors who give capital gifts have given thoughtfully to an annual fund.
They know your organization, they believe in your cause, and they have the re-
sources to help you with a special gift. These resources could be stocks, bonds, real
estate, or any very large source of income. These gifts are given only a few times in
a donor’s lifetime, and they are almost always requested in person (for more on
capital campaigns, see Chapter Twenty-Four, Understanding Capital Campaigns).

Matching Fundraising Strategies with Financial Needs
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ENDOWMENT AND RESERVE FUNDS

An endowment or a reserve fund is a glorified savings account in which an organ-
ization invests money. It then uses the interest from that investment to augment its
annual budget. The invested amount, or principal, is not spent. Endowment funds
are raised in many ways, but the most common source is legacy gifts, such as be-
quests. A gift from a person’s estate is in some ways the most thoughtful gift of all
and usually reflects a deep and abiding commitment to an organization. It also re-
flects the donor’s belief that the organization will continue to exist and do important
work long after the donor is dead. The idea of making an endowment gift can be
introduced to donors in a variety of ways, but usually a person making such a gift
has a personal relationship with the organization. An endowment is much more
permanent than a reserve fund, and organizations that hope that someday their
work will no longer be needed (which is what most social change groups are work-
ing toward) will want to think carefully about having an endowment. A reserve fund
allows you to put money aside, use the interest, and occasionally use the principal.
How to set up an endowment is discussed in Chapter Twenty-Two.

THE STORY OF GINA GENEROUS

To understand how a person might move from not giving at all to be-
coming a thoughtful donor and then to leaving the organization a be-
quest, imagine the following scenario

Gina Generous comes home from work tired and frustrated. It's been
a long day. She feeds her cats, kicks her shoes off, and sits down to leaf
through her mail. Most of it she characterizes as junk and throws away,
but one piece of direct mail catches her eye. It's not fancy or even very
well designed, but it is from a local shelter for homeless women and their
children, and Gina generally supports women'’s causes. She opens the let-
ter, reads it quickly, and decides to send a small gift. As she waits for her
dinner to cook, she writes out a check for $35 and puts it in the return
envelope that came with the appeal. She mails it the next day then soon
forgets about the group.
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This impulse gift does not represent Gina’s true giving ability or say
very much about her commitment to that particular group. Now the
homeless shelter must try to move Gina to the next level, that of a habit-
ual donor, and they do. In a few days Gina again comes home tired and
again feeds her cats and reads her mail. In it she has received a short, per-
sonal thank you note from the shelter. “Wow. How nice,” she thinks. She
again feels good about her gift, and the name of the organization is
more firmly planted in her mind.

Over the next few months, Gina receives a copy of the shelter’s
newsletter. One day she happens to be in the neighborhood of the shel-
ter and drives by. About three months later, Gina receives another letter
from the shelter. This letter thanks her again for her previous gift and asks
if she can make a special, extra gift to help buy some playground equip-
ment for the children at the shelter. Gina is touched by the request and
sends $50. Again, she is thanked promptly. Three months later, she is
asked again for a special extra gift, this one to help defray the costs of a
job training program that will partially be funded by the city. While Gina
thinks this is an important program, she has also had to replace two tires
on her car, so she does not give in response to this appeal. Three months
after this—now nine months since her first gift—Gina is invited to an
open house and tour of the shelter. She attends, and after the tour she
meets the director and some board members. Everyone who attends the
open house is asked to leave a check in a jar by the door if possible. Gina
gives another $25. Over the next two years, this pattern is repeated.
Gina comes to a few events. One year she packs up all the shampoo, con-
ditioner, and soap she has brought home from hotels over the years and
gives it to the shelter’s holiday drive. When she is asked to help with the
phone-a-thon, she spends an evening making calls to other donors.

By now, Gina has moved from being an impulse donor to being a ha-
bitual donor to the shelter. Whenever she receives a request for funds, she
gives unless she really can’t afford to. She now sees herself as a part of this
organization and may even mention it to friends from time to time.

Matching Fundraising Strategies with Financial Needs
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After two years of giving small gifts two or three times a year, either
by mail or at a special event, Gina receives a personal letter signed by a
board member asking her to consider upgrading her annual gift to $250.
The letter thanks her for her past support, reminds her of how important
the shelter is, and asks her not to make a decision until the board mem-
ber calls her. Gina now has to think about the organization: How impor-
tant is it to her? Can she afford it? Does she care enough to send $250 to
this group? What will she want to find out from the board member to
help make her decision?

Whatever her decision, Gina has moved to the next level, that of a
thoughtful donor. She may decide to give $250, or she may decide to give
$100, or she may continue to give small gifts a few times a year, but she
has had to think about her giving to the shelter. After talking with the
board member, she decides to give $250.

Over the course of about three years, Gina’s relationship to the shel-
ter went from impersonal (giving by mail) to a little more personal (at-
tending events and volunteering for short-term projects) to very personal
(being solicited by a member of the board).

Over the next few years, Gina is asked to give both time and money.
After five years of being a regular donor to the shelter, she is giving
$1,000 a year. That year, the shelter decides to buy a new building. The
building will cost $1.5 million and enable the shelter to become a model,
allowing them to conduct many programs on site. The shelter applies for
and receives some state and federal funding to help purchase the build-
ing, along with $250,000 from two foundations and $50,000 from some
corporate donors. They must raise the remaining $250,000 from individ-
uals. They launch a campaign to ask each of their donors for a gift in ad-
dition to their annual gift. Gina is asked to serve on the capital campaign
committee because she is both a reliable volunteer and a steady major
donor. She now knows several board members and the executive direc-
tor and development director. Gina not only agrees to serve on the com-
mittee, but she also decides to give $10,000 that she inherited
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unexpectedly from an aunt. She is happy to find a meaningful way to use
this money.

After the campaign is completed, Gina is invited onto the organiza-
tion’s board. The next year, when the shelter institutes a legacy giving
program, Gina changes her will so that the shelter is the beneficiary of
the bulk of her estate.

The progression to this stage of highly committed donor is natural, and
Gina feels good about it, but it is the result of careful planning on the
part of the shelter and reflects its commitment to develop relationships
with donors.

THREE GOALS FOR EVERY DONOR

An organization has three goals for every donor. The first is for that person to get
to the point of being a thoughtful donor—to give the biggest gift he or she can af-
ford on a yearly basis. (Such a gift usually comes from the donor’s annual income.)
The second goal is for as many donors as possible to give gifts to a capital or other
special campaign. These do not have to be connected to capital improvements, but
they are gifts that are unusual in some way and are only given a few times, or pos-
sibly only once, during the donor’s lifetime. Capital gifts are usually given from the
donors’ assets, such as savings, inheritance, or property. A donor cannot afford to
give assets every year, so will only give such a gift for a special purpose. The third
goal is for every donor to remember the organization in their will or to make some
kind of arrangement benefiting the organization from their estate. An estate gift
is arranged during the donor’s lifetime but wholly received by the organization on
the donor’s death. Obviously, these gifts are made only once.

Most small organizations will do well if they can plan a broad range of strate-
gies to acquire, maintain, and upgrade annual gifts, but over time organizations
need to think about capital and endowment gifts and learn to use fundraising
strategies that will encourage such gifts. Grassroots organizations do receive be-
quests and gifts of property, art, appreciated stock, and the like. Only by asking will
you find out what your donors might be willing and able to do for your group.
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Matching Organizational Needs to Donor Giving

Organization Needs Donor Helps Using
Annual Yearly income
Capital Assets (savings, property, stocks)
Endowment Estate

THREE TYPES OF STRATEGIES

Because all strategies are directed toward building relationships with funding
sources—whether these sources are individuals, as this book stresses, or founda-
tions, corporations, or government—it is important to understand the types of
strategies that create or improve relationships with donors. There are three broad
categories of strategies—acquisition, retention, and upgrade—and they directly
relate to the cycles that donors follow: giving impulsively, giving habitually, and
giving thoughtfully.

Acquisition Strategies. The main purpose of these strategies is to get people
who have not given to your group before to give for the first time. Direct mail ap-
peals, Web site asks, or certain special events are the most common acquisition
strategies. Acquisition strategies seek impulse donors, and the income from them
is generally used for the organization’s annual fund.

Retention Strategies. These strategies seek to get donors to give a second time,
a third time, and so on, until they are donors of habit. The income from retention
strategies is also used for annual needs.

Upgrading Strategies. These strategies aim to get donors to give more than
they have given previously—to give a bigger gift regularly and later to give gifts of
assets and a gift of their estate. Upgrading is done almost entirely through personal
solicitation, although it can be augmented by mail or phone contact or through
certain special events. Upgrading strategies seek to move habitual donors to being
thoughtful donors. The income from thoughtful donors is used for annual, capital,
and endowment needs, depending on the nature of the gift or the campaign for
which the gift was sought.
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As you create a fundraising plan, note beside each strategy you intend to use
whether you are using it for acquiring, retaining, or upgrading donors, and make
sure it is the best strategy for that purpose.

HOW ONE ORGANIZATION LEARNED TO USE A STRATEGY
CORRECTLY

Eastside Senior Advocacy decides to hold some house parties to raise
money. Seven board members will invite friends to their home and ask
them for money for the group. The remaining five board members who
don’t want to have a party at their house will help with invitations, food,
clean-up, and so on.

No thought is given to the purpose of these parties beyond the goal of
raising money. No one thinks about whether these parties should be used
for acquiring, keeping, or upgrading donors. Consequently, each board
member has a hodgepodge of people they have invited to the event—
some are donors, some never heard of the group but came because a
friend asked them, and some came because they are neighbors and it
seemed there would be free food. Because there is no attempt to sort lists
ahead of time and because many of the board members travel in the same
circles, several people are invited to more than one house party.

The parties make a total of about $6,000, so they are not a waste of
time or energy, but some donors complain about being invited to so many
events, and many people come to the parties but do not make a gift.

The following year, the organization decides to use the same strategy
but to be more thoughtful in their fundraising approach. First, they com-
pile a master list of everyone who is going to be invited to ensure that no
one is invited to more than one party. Then they designate some parties
as being only for people who have not given before, with a sprinkling of
current donors to encourage those who aren’t donors to give.

They also vary the way they ask for money at the parties. One board
member charges people $35 to come to his party so that every person
who is there will have made a donation, and he does not do another
pitch at the party. Another feels that her friends will give more if she
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gives a pitch at the party, and she aims for first gifts of $50 to $250 from
most of the guests. One board member with a particularly fancy house
has an elegant party for current donors; this party is used specifically as
an upgrade strategy. The donors who are invited are capable of giving
more than they currently do. They are introduced to members of the
board and given an opportunity to discuss a political issue related to this
group’s work and to make recommendations for action. The party is lim-
ited to fifteen people; in a follow-up solicitation after the party, each per-
son is asked for $500.

By determining which parties are for which purpose, the organization
now increases its earnings from these parties by more than 400 percent,
to $25,000, acquires forty new donors, upgrades fifteen donors, and does
not receive any complaints. As an unexpected side benefit, three donors
offer to give their own house parties.

YOU CAN'T SAVE TIME

For small organizations, the ultimate reason to be thoughtful about fundraising
strategies is to work smarter, not harder. The group in the house party example
raised 400 percent more money in their second year of house parties by spending
a little more time to think about the strategy more thoroughly. Small organiza-
tions with tight budgets have little room for errors that result from carelessness
and lack of thought.

It is clear to me from years of working with nonprofit organizations that you
can never save time. You can put time in on the front end, planning, thinking
things through, and doing things right, or you can “save time” on the front end
only to have to put it in later clearing up the mess, handling disgruntled donors,
and having to do more fundraising because what you have done did not raise the
money you need. This book will help you be a front-end time user!
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chapter

Creating a Case Statement

The previous two chapters discussed the framework for fundraising, the logic
of the fundraising process, and the fact that an organization will ultimately
be supported not so much by money itself, but by relationships with individuals
who give money because of their increasing commitment to the group. This chap-
ter presents the first step in successful fundraising—creating a case statement.

Before you can begin to raise money, your organization must state clearly why
it exists and what it does. This statement is presented in a written document that
describes in some detail the need the organization was set up to meet, the way the
organization will meet that need, and the capacity of the organization to do so.
This is an internal document for use by staff, board, and key volunteers. This doc-
ument is called your “internal case,” and although it is not a secret document, it
will not be that interesting to anyone at any distance from the organization. Lan-
guage and ideas in this internal case will be used in documents making your “ex-
ternal case,” such as on your Web site, in brochures, proposals, reports, and
speeches—any time you are making a case for supporting your organization to an
external source. Everyone close to the organization should agree with the infor-
mation presented in the internal case statement, and nothing produced by the or-
ganization for external use should contradict it.

THE CONTENTS OF THE CASE STATEMENT

The easiest way to understand a case statement is to imagine the questions a per-
son truly interested in your organization would ask you. The first question, “Why
do you exist?” is answered by the mission statement. The second question, “What do
you do?” is answered by your goals. “How do you accomplish those goals?” is an-
swered by your objectives. These are a list of specific, measurable, and time-limited
outcomes that tell how the goals will be met.
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The next two questions get at credibility: How long have you been doing this
work? What have you accomplished or what is your track record? The answers to
these questions are your history. A similar set of questions, “Who is involved in this
group? What kind of people do you have in leadership, how are they chosen, and
what power do they have?” is answered in a section detailing your structure.

The final two questions relate to the organization’s finances: How much does it
cost for your organization to function, and where do you get your money? In other
words, what is your budget and your fundraising plan?

Your internal case statement will have clear, concise explanations for each of
these elements: mission, goals, objectives, history, structure, budget, and funding.
Some organizations also like to have a statement of vision, which describes what
the world would look like if your organization completely succeeded in its work.
Such a vision statement is often the first element of a case statement.

Having this information in one document, with key people in the organization
all having copies of it, saves a great deal of time and helps guarantee that infor-
mation and philosophies that are presented by board members, staff, or volunteers
in their personal fundraising letters, in speeches, or in conversations with funders
or donors are consistent. Further, it reminds people of why they are raising
money—to do the important work of the organization. A good case statement ral-
lies people to the cause and reinvigorates staff and volunteers. Much of the case
statement—objectives, history, budget, funding plans—need to be updated every
year, and the entire document should be reviewed at least annually to ensure that
everyone is still in agreement with its premises and that the words used still accu-
rately describe what the organization is doing. Many organizations open each
board meetings with a recitation of the mission statement and goals, a practice
that they find helps keep the meeting on track and focused.

The following sections present an explanation of each of the components of the
case statement.

The Mission Statement

The statement of mission, sometimes called the statement of purpose, answers the
question, “Why does your organization exist?” This statement is your basic prem-
ise and should describe the one thing that unites everything you do. People in an
organization will often claim, “We know why we exist,” and then describe their pro-
grams, but it may not be clear to a listener that the programs meet any particular
need or that there is a problem to be solved. For example, an organization that buys
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run-down or abandoned apartment buildings and then fixes up and rents each
unit well below market rates to elderly poor people has this mission statement:
“We believe decent, affordable housing is a right and not a privilege, yet thousands
of seniors have inadequate or substandard housing and an increasing number have
no homes at all. Housing for Seniors seeks to rectify this problem.” At this time,
their goal is to buy buildings and convert them to affordable apartments. How-
ever, their mission statement allows them to have a wide variety of goals, such as
advocating with the city to provide housing, helping seniors stay in their homes,
educating the public about the housing shortage, or providing loans to seniors for
housing. They intend to pursue all these goals as they grow, and they will not need
to change their mission statement as the reach of their work expands.

An educational organization that primarily teaches economic literacy has this
lofty mission: “Authentic human freedom begins with every person living free of
economic compulsion. Understanding how economic forces work and how they
can be changed is fundamental to this freedom.” Their goals include teaching peo-
ple that practices that are unhealthy for people, such as unsafe workplaces, wage
discrimination, toxic dumping, substandard housing, and poverty itself, are not
necessary for an economy to be healthy and how society could be restructured to
eliminate these injustices.

A mission statement should be only one or two sentences long. Its purpose is
to interest a person by giving an easy-to-understand, short yet passionate descrip-
tion of why the organization exists. Keep in mind that when you talk or write to
people about your organization, they, like you, have a lot on their mind. Your group
and its needs are not foremost, at least at the beginning of a conversation. Further,
we live in a world of constant messages—advertising, warnings, directions,
prompts, signals. Study after study in publications such as American Demograph-
ics and Advertising Age show that people living in urban areas who drive to work,
listen to the radio, and watch TV will be exposed to upwards of two thousand mes-
sages in a day. We are constantly screening and filtering, and our conscious mind
doesn’t even take most of them in. Your mission statement is one of those mes-
sages. In order to be noticed, it has to be brief, compelling, and intriguing. It has
to make a person with a lot on their mind stop thinking about all their other cares
and focus on your group.

In fact, a good mission statement does only two things: it is a summary of the
basic belief of the organization and the people in the organization, and it makes
the person hearing or reading it want to ask for more information: “Well, that’s
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very nice, but how are you going to accomplish that mission?” This question
allows the organization to describe its goals.
A hint about writing a mission statement: missions often start with “Because” or

“Whereas” or with a noun, such as “People,” “Rights,” “The future.” Avoid using in-
finitive verbs such as to do, to provide, to help. Infinitive language is goal language.

Goals

Goal statements tell what your organization is going to do about the problem and
indicate the organization’s philosophy, which may be expanded in the section on
history. The goals are what really distinguish one organization from another, since
organizations may have similar missions but very different agendas. For example,
two organizations whose missions concern the health of children have opposite
goals. Nonetheless, their mission statements are remarkably similar: “We believe
that whatever promotes children’s health and well being is the best public policy,”
says one, and “We believe the health of our children should be the highest prior-
ity,” reads the other.

The first mission statement belongs to a group that documents the large num-
ber of children in their county who are not immunized, particularly poor children
and children of undocumented workers. Despite the fact that immunization is free
in their county, some parents are afraid to take their children for inoculations be-
cause one of the clinics has been raided by the INS; other parents do not under-
stand the immunization process. This group believes that immigration status
should not be questioned in the context of immunizing children, and it works to
have inoculations administered to all children by providing them in schools, houses
of worship, and in a mobile van that travels to migrant communities.

The other group believes that some vaccines used to immunize infants are the
cause of the rising rate of autism. This group is opposed to all immunization
because they believe that the risk of becoming ill from immunization is higher
than the risk of contracting diseases such as diphtheria, typhoid, or polio that are
now rare in the United States and Canada. Two organizations with the same con-
cern about children’s health, with very similar mission statements, governed and
staffed by thoughtful people, but with very different goals.

Goal statements almost always start with infinitives: to provide, to ensure, to
monitor, to educate. For example, “To ensure that old-growth forests are protected
forever,” or “To teach conflict resolution skills to all elementary school children,”
or “To find a cure for breast cancer.”
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Obijectives

Objectives are statements describing how the group intends to accomplish its goals.
Good objectives can be easily created and identified by using the acronym SMART:
Specific, Measurable, Achievable, Realistic, and Time-limited. Goals last as long as they
need to, but objectives are generally written as what an organization wants to ac-
complish in one year at the most, then they are evaluated and rewritten for the next
period of time. For example, here is an objective from the economic literacy group:
“We will teach ten weekend courses for teenagers during the months of September
and October. Two courses will be in Spanish, one in Cantonese, and seven in English.
Each course will have a minimum attendance of fifteen students and maximum of
twenty-five. A pretest and posttest will be given to document learning, and the cur-
riculum will be modified as indicated by the evaluations for use in the next round.”

History

The history section summarizes when the group was formed and by whom and
relates the group’s major program accomplishments, including any major program
changes. In describing your accomplished objectives, you have the chance to pro-
vide further documentation of the need your group was set up to meet. The more
specific your objectives are, the more dramatic your history will be.

Here’s an example: “Homes for Seniors originally focused on providing living
accommodations for homeless seniors until we discovered that hundreds of sen-
iors who have housing live in homes that are substandard, with poor insulation,
dangerous wiring, and sometimes without running water. Every year since our
founding in 1990, we have refurbished or upgraded between twenty and thirty of
these housing units that were already inhabited, and we are continually expand-
ing our programs to upgrade substandard housing.” The group can then go on to
describe their work in more detail.

There are no set rules for the length of the historical piece, but generally a sum-
mary of high points will do, with information on who to ask or where to go to get
more details for people who want them.

The Structure

The structure shows that the way a group is organized is consistent with its overall
mission. This section discusses staffing and board size, composition, and governance.
Here are some examples: “We have four staff who work collectively,” or “Our board
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of eleven members is composed of three current clients, five former clients, and three
former staff people, so that all decisions about the organization are made by people
most interested and knowledgeable about the effects of our work.”

This section should be long enough to explain a complicated or nontraditional
structure, but brief if the organizational structure is fairly straightforward. The
way an organization is structured is a key to its accountability. For example, an or-
ganization that claims it is committed to full participation of all members of a mul-
tiracial community but with only white people on the board could be questioned
about their understanding of community. An organization that claims to organ-
ize in low-income communities but whose board members are all well-paid pro-
fessionals, none of whom are from the communities the organization serves, raises
questions about the organization’s philosophy of power.

More and more, donors request information on structural issues to help
determine if the group understands the implications of its mission and goals.
This section can also include brief biographical sketches of board members,
resumes of staff, and statistics on numbers of members, volunteers, and chapters,
if applicable.

A Fundraising Plan

The fundraising plan shows whether the organization has a diversity of funding
sources and an understanding of the fundraising process. The fundraising plan
shows all the organization’s prospective sources of income and describes in a nar-
rative fashion how this income will be raised or how these financial goals will be
reached. Like the section on structure, the fundraising plan will show whether the
organization’s practices are consistent with its mission. For example, an environ-
mental organization primarily supported by oil or timber corporations, or an or-
ganization working in the poverty pockets of an inner city with only major donor
fundraising strategies both raise questions about how their financing can be con-
sistent with their mission.

A Financial Statement and a Budget

A financial statement provides proof that the organization spends money wisely
and monitors its spending—both in total amount and by category. The financial
statement, consisting of an audited financial report, if available, or a balance sheet,
is usually part of an annual report on the work of the organization.
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The budget is an estimate of expenses and income for the current fiscal year
and should include a description of how finances are monitored, such as “The fi-
nance committee of the board reviews financial reports monthly, and the full board
reviews such reports quarterly.”

DEVELOPING THE CASE STATEMENT

A case statement is usually developed by a small committee, but the board, staff, and
key volunteers must all agree on its contents, particularly the statement of mission
and the group’s future plans. If the people who must carry out the plans don’t like
them or don’t believe they are possible, they will not do good work for the group.
Therefore, it is worth spending a good amount of time on developing the case state-
ment. Hurrying a statement of mission or a set of goals through the board approval
process in order to save time or get on with the job will come back to haunt you in
the form of commitments not kept and half-hearted fundraising efforts.

Elements of the Case Statement

Section on Establishes

Mission Why the organization exists

Goals What it will do about why it exists
Objectives How it will accomplish the goals

History or track record  Credibility, showing which objectives have been ac-
complished already

Structure Who is involved, showing consistency of personnel
with the goals

Fundraising plan That the organization has a number of well-
managed and appropriate income streams that will
enable it to fulfill its mission over the long term

Budget That salaries, benefits, rent, and other costs are
consistent with the mission, and that the organiza-
tion knows how much it will cost to do the job they
have set out to do
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chapter

The Board of Directors

All over the world, nongovernmental organizations (NGOs) play increasingly
critical roles in the development and maintenance of the quality of life of
the people who live there. In countries like the United States, NGOs (usually called
nonprofits) provide much of the available social services, arts and culture, shelter,
research, education, advocacy, religion, pro bono legal services, free health care,
and so on. In addition, nonprofits are leading the charge and in many cases are the
only organizations working on saving the environment, ending racism, protecting
and expanding our understanding of civil rights and civil liberties, creating art,
preserving history, and advocating, educating, and organizing on any number of
issues. In fact, in the United States almost everything that is creative and humane
and that promotes justice is brought to us by a nonprofit organization. In many
other countries, the government plays a much more important role in the life of
the society and works with or through NGOs in doing so. This chapter focuses par-
ticularly on the role of nonprofits in the United States. Organizations from other
countries are encouraged to research laws and structures that pertain to them.
The U.S. government recognizes that a nonprofit cannot exist in a for-profit,
capitalist economy without a lot of help, and the help the government gives non-
profits is tax relief. Over the past several decades, a body of law has developed cre-
ating various forms of tax relief for organizations and tax avoidance for donors
that help nonprofits survive financially. This body of law is under the Internal Rev-
enue Service’s code 501. The most advantageous status for an organization to have
is a 501(c)(3) designation, which is the one that most organizations using this book
will either have or aspire to. Organizations with 501(c)(3) status are exempt from
many corporate taxes, can offer donors tax deductibility for their gifts, have access
to foundation and corporate funding that individuals and small businesses do not,
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receive lower rates for sending bulk mail with the U.S. Postal Service, and enjoy a
host of other exemptions from tax at both the federal and state levels. Because these
exemptions from paying taxes and the subsidies such organizations receive are pro-
vided by tax revenue that costs all taxpayers money, the government has also cre-
ated a structure to hold nonprofits accountable for these tax advantages. An
organization’s board of directors is the group of people that is responsible to the
government for the actions of the nonprofit.

The broad purpose of a board of directors is to run the organization effectively.
To qualify for tax-exempt status, an organization must file a list of the names of
people who have agreed to fulfill the legal requirements of board membership. The
board members are bound to ensure that the organization meets the following
obligations:

+ Earns its money honestly and spends it responsibly

* Adopts programs and procedures most conducive to carrying out its mission

The best summary of a board member’s responsibility is contained in the
state of New York’s Not-for-Profit Corporation Law, the language of which has
since been adopted by many other states. According to this law, board members
must act “in good faith and with a degree of diligence, care, and skill which ordi-
narily prudent people would exercise under similar circumstances and in like
positions.”

Board members, in effect, own the organization. They are chosen because of their
commitment to the organization and long-term vision for it. As the Council of Bet-
ter Business Bureaus points out, “Being part of the official governing body of a non-
profit, soliciting organization is a serious responsibility and should never be
undertaken with the thought that this is an easy way to perform a public service.”

The responsibilities of board members fall into several broad categories. How
any specific organization chooses to have board members carry out these respon-
sibilities will depend on the number of board members, the number of paid staff,
the sources of the organization’s funding, and the history of the organization. There
are few right or wrong ways to manage an organization, but there are ways that
work better in some groups than in others.

With that in mind, let’s look at board member responsibilities.
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RESPONSIBILITIES OF THE BOARD

Board members are responsible for six areas of the organization’s functioning.

Ensuring Organizational Continuity. The board develops leadership within
both board and staff to maintain a mix of old and new people in both spheres.

Setting Organizational Policy, Reviewing and Evaluating Organizational
Plans. The board ensures that the organization’s programs are always in keep-
ing with its statement of mission and that the statement of mission continues to
reflect a true need.

Doing Strategic Planning. The board forms long-range plans with reference
to the case statement, focusing on the following types of questions:

* Where does the organization want to be in six months, two years, five years?

+ How big does the organization want to become? If it is a local organization,
does it want to become regional or national?

+ What are the implications of world events for the organization’s work, and what
is its response?

* How can the group become more proactive, rather than reactive?

These and other questions are usually answered using a strategic planning
process. Some organizations find it helpful to have a board-level strategic planning
committee that raises and researches appropriate questions and brings recom-
mendations to a strategic planning retreat for discussion and decisions.

Maintaining Fiscal Accountability. The board approves and closely monitors
the organization’s expenses and income. The board makes certain that all the or-
ganization’s resources (including the time of volunteers and staff) are used wisely
and that the organization has enough money to operate.

Personnel. The board sets and reviews personnel policies, hires, evaluates, and
when necessary, fires staff. For staff positions other than the executive director,
these tasks are often delegated to the executive director. She or he then takes the
place of the board in personnel matters. The board hires the executive director and
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evaluates her or his performance regularly. The board is also the final arbiter of in-
ternal staff disputes and grievances and is ultimately responsible for maintaining
good staff-board relationships.

Funding the Organization. The board is responsible for the continued fund-
ing and financial health of the organization. With regard to fundraising, board
members have two responsibilities: give money and raise money.

BOARD STRUCTURE AND SIZE

There is no evidence that any particular board structure works better than another.
Each structure will have its strengths and weaknesses. The structure your organi-
zation chooses will probably stem from past history and the experience and de-
sires of the present board members. Some groups work best with a collective
structure, including open meetings, informal discussion, and decision by consen-
sus. Other groups do better with a hierarchical structure, a parliamentarian who
will help the group follow Robert’s Rules of Order, and a formal method of discus-
sion and decision making. The only rule is that everyone has to understand the
structure you have. If one person thinks that she should raise her hand and wait
to be called on before speaking while another person simply shouts out what he
thinks, the board will have communication problems.

The size of the board also depends on the group, but there is evidence that the
ideal size is between eleven and twenty-one members. A board of fewer than
eleven members will probably have too much work, and one of more than twenty-
one members is likely to be unwieldy, with work divided unevenly. If you already
have a large board, work can be most effectively accomplished through small com-
mittees and few full board meetings. A small board can also be divided into
committees, which can be fleshed out with nonboard representatives recruited
to participate.

STATEMENT OF AGREEMENT

For a board to operate successfully, each member must understand and respect the
organization’s structure and decision-making process as well as the mission of
the organization and must feel that she or he can participate fully in it. One
technique that many groups have found helpful to achieve this understanding is
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to develop a statement of agreement for board members. This statement serves as
a job description and clarifies board responsibilities and authority.
Here is a generic example of such a statement.

Statement of Agreement

As a board member of , I believe in the mission of

the group, which is . I understand that my duties

and responsibilities include the following:

1. I am fiscally responsible, with the other board members, for this organ-
ization. It is my duty to know what our budget is and to take an active
part in planning the budget and the fundraising to meet it.

2. T'am legally responsible, along with the other board members, for this
organization. I am responsible to know and approve all policies and pro-
grams and to oversee their implementation.

3. Tam morally responsible for the health and well-being of this organiza-
tion. As a member of the board, I have pledged myself to carry out the
goals of the organization, which are as follows: (summarize goals here). I
am fully committed and dedicated to the mission and goals of this group.

4. T will give what is for me a significant financial donation. I may give this
as a one-time donation each year or I may pledge to give a certain
amount several times during the year.

5. I'will actively engage in fundraising for this organization in whatever
ways are best suited to me. These may include individual solicitation,
undertaking special events, writing mail appeals, and the like. There is
no set amount of money that I must raise because I am making a good-
faith agreement to do my best to bring in as much money as I can.

6. I will attend (#) board meetings every year and be available for
committee work, where appropriate, and phone consultation. I under-
stand that commitment to this board will involve a good deal of time
and will probably require a minimum of hours per month.
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7. Tunderstand that no quotas have been set, that no rigid standards of
measurement and achievement have been formed. Every board member
is making a statement of faith about every other board member. We are
trusting each other to carry out the above agreements to the best of our
ability, each in our own way, with knowledge, approval, and support of
all. T know that if I fail to act in good faith I must resign, or someone
from the board may ask me to resign.

In its turn, this organization is responsible to me in a number of ways:

1. The organization will send me, without request, quarterly financial re-
ports that allow me to act in good faith and with a degree of diligence,
care, and skill that ordinarily prudent people would exercise under sim-
ilar circumstances and in like positions.

2. Paid staff will make themselves available to me to discuss programs, poli-
cies, goals, and objectives.

3. Board members and staff will respond in a straightforward and thor-
ough fashion to any questions I have that I feel are necessary to carry out
my fiscal, legal, and moral responsibilities to this organization.

This kind of agreement defines understandings that may never before have been
articulated. In doing so, it helps channel board members’ motivation to serve the
organization. It also improves relations between board and staff by making clear
to staff the limits of board members’ responsibilities and letting board members
know when they can say, “No, this is not my responsibility.”

Once developed, this type of contract can be read at regular intervals to remind
people of their commitments. It can also be used for internal evaluation and to re-

cruit new board members.

THE BOARD AND FUNDRAISING

The reluctance of board members to take responsibility for fundraising can usu-
ally be traced to two sources: board members don’t understand the importance of
taking a leadership role in fundraising, and they are afraid of asking for money.
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Board members cannot give themselves wholeheartedly to the process of fundrais-
ing unless these two problems are resolved.

The reason that board members must take a leadership role in fundraising is sim-
ple: they own the organization. They have to show that they think the group is worth
supporting by setting an example. They are responsible for the well-being of the or-
ganization and for its successes. Furthermore, an organization’s supporters and po-
tential supporters see board members as the people most committed and dedicated
to the organization. If they, who care the most about the group, will not take a lead
role in fundraising, why should anyone else? When the board does take the lead, its
members and the staff can go to individuals, corporations, and foundations and say,
“We have 100 percent commitment from our board. All board members give money
and raise money.” This position strengthens their fundraising case a great deal. Both
individual donors and foundations often ask organizations about the role of the board
in fundraising and look more positively on groups whose board plays an active part.

Board members are often reluctant to participate in fundraising activities be-
cause they fear they will be required to ask people for money. It’s true that many
fundraising strategies require board members to make face-to-face solicitations.
This is a skill and thus can be learned, and all board members should have the op-
portunity to attend a training session on asking for money (see Chapter Six, Get-
ting Comfortable with Asking for Money).

In a diversified fundraising plan, however, some board members can partici-
pate in fundraising strategies that do not require asking for money directly. While
some can solicit large gifts, others can plan special events, write mail appeals, ap-
proach small businesses, send e-newsletters, market products for sale, write thank
you notes, stuff envelopes, enter information into a data base, and so on. Every-
one’s interests and skills can be used. Board members inexperienced in fundrais-
ing can start with an easy task (“Sell these twenty raffle tickets”) and then move
on to more difficult fundraising tasks (“Ask this person for $1,000”). Some
fundraising strategies will use all the board members (selling tickets to the dance),
whereas others will require the work of only one or two people (speaking to serv-
ice clubs or writing mail appeals).

People often bring to their board service two mistaken beliefs that hamper their
participation in fundraising. First, they feel that since they give time they should
not be called on to give money. “Time is money,” they will argue. Second, if an or-
ganization has paid development staff, board members may feel that it is the staff’s
job to do the fundraising. Let us quickly dispel both of these myths.
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Time and Money

Time is not money. We all have exactly the same amount of time—twenty-four
hours every day. But we have vastly unequal amounts of money. Time is a nonre-
newable resource—when a day is gone, you cannot get it back. Money is a renew-
able resource. You earn it, spend it, and earn more. Further, you cannot go to the
telephone company and ask to volunteer your time in order to pay your phone bill.
You cannot pay your staff or buy your office supplies with your time. Finally, peo-
ple are rarely anxious about asking someone for their time, but most people are
quite reluctant to ask someone for their money, even though for many people time
is their most precious resource.

In trainings, I often use this example: “If a board member is assigned to call
three people and tell them about a meeting on Wednesday night, he or she will do
it. If two people can come to the meeting and one can’t, the board member does
not take this personally and feel like a failure. However, if this same board mem-
ber is assigned to ask these same three people for $100, he or she will probably have
to go to a training in how to ask for money before being comfortable carrying out
that assignment.” I have conducted thousands of trainings in how to ask for money
but I have never been asked to lead a training in how to ask for time.

Comparing time and money is like comparing apples and asphalt. We waste the
time of our creative volunteers when we don’t have enough money, and we waste the
money of our donors when we don’t use volunteers appropriately. Board members
must understand that contributions of time and money are very different, although
equally important, parts of their role. People who want to give either one or the other
are valuable to an organization, but are not suitable to be board members.

The Role of Paid Staff

Paid staff have specific roles in fundraising. These are to help plan fundraising
strategies, coordinate fundraising activities, keep records, take care of routine
fundraising tasks, such as renewal appeals, and assist board members by writing
letters for them, forming fundraising plans with them, accompanying them to so-
licitation meetings, and so on. Generally, fundraising staff handle most or all of
the process of approaching foundations or government entities for funding.
Fundraising staff provide all the backup needed for effective fundraising. It is
clearly impossible, however, for one person or even several people to do all the
work necessary to maintain a diversified fundraising plan. Just as it is foolish for
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an organization to depend on one or two sources of funding, it is equally unwise
for it to depend on one or two people to do fundraising.

Sharing the Work
The final reason for all board members to participate in fundraising is to ensure
that the work is evenly shared. Fundraising is rarely anyone’s favorite task, so it is
important that each board member knows that the other members are doing their
share. If some members do all the fundraising while others only make policy, re-
sentments are bound to arise. The same resentments will surface if some board
members give money and others don’t. Those who give may feel that their dona-
tion buys them out of some work or that their money entitles them to more power.
Those who do not give money may feel that they do all the work or that those who
give money have more power.

When board members know that everyone is giving their best effort to fundrais-
ing according to their abilities, including making their own gift, the board will func-
tion most smoothly and members will be more willing to take on fundraising tasks.

COMMON BOARD PROBLEMS AND SUGGESTED SOLUTIONS

Although each board of directors will have its own problems and tensions to be
resolved, many boards have a number of problems in common. They are discussed
here, along with some solutions.

Board Members Are Overworked—Too Much Is Expected of Them. Non-
profit organizations use all of their volunteers to augment paid staff. The smaller
the organization, the more responsibility volunteers will have, becoming more and
more like paid staff. To a certain point this is fine. But there comes a time when
board members are taking on much more work than they had agreed to.
When board members find themselves attending three or four meetings each
month and spending hours on the telephone, they begin to dread calls and meet-
ings and to count the days until their term is up.

This dynamic can be changed or averted altogether by adhering to the following
principles:

Board members should understand that they can say no to tasks that go beyond
their original commitment.
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Staff and board members should ensure that tasks given to the board have a
clear beginning and end. Thus, when additional work is essential, board mem-
bers should be assured that extra meetings will last no more than a month or
two and that once that task is accomplished they will not be asked to do more
than the minimum for a few months.

A careful eye should be kept on what the whole board does with its time. Board
members (particularly the executive or steering committee) should ask, “Are all
these meetings necessary? Can one person do what two have been assigned to
do or two people what four have committed to do?” Consider having some
meetings by conference call and doing routine business by e-mail.

Boards should not be asked to make decisions for which they are unqualified.
Sometimes consultants need to be brought in to make recommendations or
the board needs to be trained to handle tasks related to management and
fundraising.

Individual Board Members Feel Overworked. This problem can arise either
because those board members were given the wrong impression of the amount of
work involved beyond attending regular board meetings or because they are al-
ready overcommitted in the rest of their lives. In the latter case they cannot com-
pletely fulfill the expectations of any part of their lives, so they feel overworked
even while not doing very much for the organization.

A clear and precise statement of agreement, as discussed earlier in this chapter,
will help with this problem. The statement can be used to screen out people who
are overextended and to call current board members into accountability. A tip:
Don'’t try to talk anyone into being on the board. When you ask people to serve on
the board, tell them why they would be a good addition to the board and what you
would expect from them. If their response is less than enthusiastic, let them go. We
would not offer a job to someone who said, “I don’t know if I have the time.” A
board role is a job, and it needs to be approached as such.

The Board Avoids Making Decisions. In this instance board members never
seem to have enough information to commit themselves to a course of action and
constantly refer items back to committees or to staff for further discussion and re-
search. This problem is generally the result of inadequate board leadership. The
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board chair or president must set an example of decisiveness. He or she needs to
point out that the board can never know all the factors surrounding a decision and
yet must act despite factors changing on a daily or weekly basis.

The person facilitating a meeting should always establish time limits for each
item on the agenda. This can be done at the beginning of the meeting. Close to
the end of the time allotted for an item, the chair should say, “We are almost
at the end of time for discussion on this item. What are the suggestions for a
decision?” If the chair or facilitator of the meeting does not take this role, indi-
vidual board members should take it on themselves to call for a time limit on dis-
cussion and a deadline for a decision. Very few decisions are irrevocable. Decisions
can be modified, expanded, or scrapped altogether once they are made and put
into action.

Decisions Are Made, Then Forgotten. When this shortcoming is at work, the
board both fails to implement its decisions and ends up deciding the same issue
again in a few months or years. Further, board members feel that they are not tak-
ing themselves seriously and that their work is for nothing. Three methods can be
used to avoid this problem. One method is to appoint a member to keep track of
decisions and remind the board of them. The secretary of the board can serve this
function or someone designated as board historian. This person should be famil-
iar with the minutes going back three years and remind people of discussions and
decisions already made.

A second, complementary, method is for decisions from board meetings (as dis-
tinct from minutes of board meetings) to be kept in a binder, tabbed by category,
available at every board meeting. Such categories—not more than a dozen—would
probably include fundraising, finance, nominating, policy, evaluation, and so on,
with subcategories under some of these. Finance, for example, would include budg-
ets, quarterly reports, and the audit. These decisions should also kept as computer
files that can be e-mailed to committees pondering related issues to remind them
of what has already been discussed or decided on this issue. The notebook can be
indexed so that decisions can be easily found. The chair and executive committee
should stay familiar with this book.

Finally, each board member should read and keep a copy of the minutes of
every meeting. Then, each member can help remind the whole board of decisions
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already made. The minutes should be easy to read and available within forty-eight
hours of every meeting.

A Few Board Members Do All or Most of the Work. When this happens,
those who do the work resent those who are not carrying their share. Those who
don’t work resent those who do because they imagine them to have all the power.
Inevitably, some people will work harder than others, and some will work better.
Nonetheless, the board should plan for work to be evenly shared and for every-
one to take an active role, assuming that all members will work equally hard and
equally effectively. People rise to the standards set for them. Mediocre work should
not be accepted. Above all, board members must value everyone’s contribution.
The person who stuffs envelopes is as valuable as the person whose friend gives
$5,000.

Staff or Board Members Don’t Want to Share Power Evenly. Sometimes
people take and keep power because they enjoy having power and building em-
pires. More often, though, they take power because they are afraid to let go—afraid
that others will not do as well as they have. This is particularly true when some
board members have served for many years or when a person on staff has seen a
lot of turnover on the board. Whoever perceives that someone is hoarding power
or refusing to delegate tasks (either staff or board) should address their concerns
to the appropriate committee or the board chair. That person should use exam-
ples so that people can have a clear sense of what they are doing wrong and change
their behavior accordingly. Generally, people will share power in an organization
as others prove reliable.

MOVING PAST BOARD PROBLEMS

All of the dynamics described above, as well as others such as personality conflicts,
deep political disagreements, or staff-board conflicts, can be serious enough to im-
mobilize an organization. The board and staff may not be able to resolve the prob-
lem themselves. Sometimes they can’t even figure out what the problem is. Board
or staff members should not hesitate to seek help in that case. A consultant in or-
ganizational development or a mediator can help the group articulate and solve
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its problems. Although for a board to find itself in such an extreme situation is un-
fortunate, it is usually no one person’s fault. Not to ask for help in getting out of
the situation, however, constitutes a failure of board or staff members to be fully
responsible.

Some conflict can be creative, and board members and staff should not shun
difficult discussions or disagreements. There is built-in tension between program
and finance committees, new and old board members, and staff and board per-
sonnel. As Karl Mathiasen, a veteran board member and consultant to organiza-
tions for social change, states in Confessions of a Board Member, “My own feeling
is that if you go to a board meeting and never during that meeting have a time dur-
ing which you are tense and your heart beats faster and you know that something
is at stake—if you lack that feeling two or three meetings in a row, there is some-
thing wrong with the organization.”

RECRUITING AND INVOLVING NEW BOARD MEMBERS

Once an organization has a clear sense of the board’s roles and responsibilities, has
defined the type of structure it wants (collective, hierarchy, or other), and has de-
veloped a statement of understanding or similar agreement, it can begin the for-
mal process of recruiting additional board members. There are two key tenets of
board composition: board members need to represent a diversity of opinion and
skill while sharing a sense of commitment to the organization’s mission and goals,
and ideally, the combination of all the people on the board will provide all the skills
required to run the organization.

To recruit board members, the current board should appoint two or three
people to form a nominating committee. (In some organizations this becomes
a standing committee of the board.) This small group will assess the present
board’s strengths and decide what skills or qualities are needed to overcome
the board’s weaknesses. The following chart is an example of a way to evaluate the
current board and quickly spot the gaps. Each group should fill it in with the board
membership criteria it has established. Note that for the first category, demo-
graphic, many groups think through how many people representing any particu-
lar demographic criteria they want. Of course, it is important to keep in mind that
one or two people will not represent a whole constituency.
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Current Board Evaluation

Name of Board Member

Board Needs Montoya Murphy Hong Burger

Demographic:
Women X X
Men X X
GLBT X
Latino X
African American X
White X
Asian X
Other
Budgeting X
Financial management X
Personnel X
Fundraising:
Personal asking X X
Events
Planned giving
Marketing
Web design
Evaluation X
Public policy
Organizing X
Other:

There is a common belief that a board should have “movers and shakers” on it.
Bank presidents, successful business people, politicians, corporate executives, and
the like are thought to be people with power and connections to money, making
them ideal board members. However, an organization needs to define who the
movers and shakers are for its work. Many of the people perceived to be most pow-
erful in a community would be terrible board members, even if they would agree
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to serve. There are hundreds of successful organizations whose board members
are neither rich nor famous and who have no access to the traditional elite but
whose connections are exactly what the organization needs. Belief in the mission of
the organization and willingness to do the work required are of far greater im-
portance than being successful or wealthy.

First and foremost, board members and new recruits must understand, appre-
ciate, and desire to further the goals and objectives of the organization. Enthusi-
asm, commitment, and a willingness to work are the primary qualifications.
Everything else required of a board member can be learned, and the skills needed
can be brought to the board by a wide variety of people and taught to others on
the board.

In assessing what skills and qualifications your board lacks, then, don’t just go
for the obvious recruits. For example, suppose that no one on your board under-
stands budgeting. An obvious solution would be to recruit an accountant or a cor-
porate executive to meet this need. If you know someone in one of these areas who
shares the commitments and ideals of your group, then certainly invite her or him
to be a board member. But if you don’t know anyone whose profession involves
budgeting, use your imagination to see what other kind of person might have those
skills. In one organization, a self-described housewife does all the budgeting and
evaluation of financial reports. Her experience of managing a large family has
taught her all the basics of financial management; she is completely self-taught.
Anyone who has had to keep within a budget may have excellent budgeting skills:
ministers, directors of other nonprofit organizations, people who own small busi-
nesses, and seniors living on fixed incomes.

Another example: If the gap on your board is in getting publicity, an obvious
choice would be someone who works in the media or has a job in public relations.
However, as many groups know, anyone willing to tell the story of his or her per-
sonal experience with a group or who is articulate about the issues can get media
attention if a staff person lays the groundwork. A staff member can arrange an in-
terview, send a press release, and put together a press packet. A volunteer can then
do the follow-up required to get the media coverage.

The Recruitment
Prospective board members are found among friends and acquaintances of cur-
rent board members, staff members, former board and staff members, and
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current donors and clients. Ideally, a prospective board member is someone who
already gives time and money to the organization.

The chair of the board should send a letter to each prospective board member
asking the person if she or he is interested in serving on the board and giving a few
details of what that would mean. The letter should state that someone will call in
a few days to make an appointment to discuss the invitation in detail. Even if the
prospect is a friend of a board or staff member or is themselves a long-time vol-
unteer, a formal invitation will convey that being on this board is an important re-
sponsibility and a serious commitment, and that it is a privilege to be invited.
Whoever knows the board prospect can follow up on the letter by talking to the
person about being on the board. If no one knows the prospect, two people from
the board should see the person. If the prospective board member does not have
time to meet and discuss the board commitment, this is a clue that he or she will
not have time to serve and should be removed from the list of prospects.

Whoever meets with the prospective board member should go over the board’s
statement of agreement point by point. The current members should share their
experiences in fulfilling their commitment and discuss what others have done to
fulfill theirs. It is particularly important to discuss the amount of time board par-
ticipation requires as well as expectations of board members in the area of
fundraising. Do not make the board commitment sound easier than it is. It is bet-
ter for a person to join the board and discover that it is not as much work as they
originally thought than to find that it is much more work and resent having had
the commitment misrepresented.

The contact person should feel free to ask the prospective board member how
he or she feels about the group or what experience he or she has had in working
with people of other classes, races, sexual orientations, and so on, depending on
the composition of your board. Considering someone to join the board is as seri-
ous as selecting a partner in a business, finding a new roommate, or interviewing
staff. Pay careful attention to whether it seems this person would take the job se-
riously and bring needed qualities to it.

Tell the person why you are asking her or him to join the board. Let them know
that the nominating committee has given a great deal of thought to this choice.
Give the person a few days to think it over, and encourage them to call for more
information or with further questions. Let this be an informed and considered
choice. It is better for ten people to turn you down than to get ten half-hearted new
board members.

Fundraising for Social Change



The Orientation

After a person has accepted nomination to the board and been elected, a current
board member should be assigned to act as the new person’s “buddy.” The
current board member should bring the new board member to the first meeting,
meet with him or her (perhaps for lunch or dinner) once a month for the first two
or three months, and be available to answer questions or discuss any issues
regarding board functioning or responsibilities and the organization’s work. New
board members have many questions that they are often too embarrassed or shy
to raise at a full board meeting. They will be incorporated into the life of the
organization much faster if they can easily get the answers they need.

Before their first meeting, new board members should receive a packet of infor-
mation, including a copy of the statement of understanding, the organization’s by-
laws, the case statement, and anything else that would be helpful to their
understanding of the organization, such as an organizational chart, the current an-
nual budget, brochures and other promotional information, and the names, addresses,
phone numbers, and profiles of the other board members and of staff members.

Board members work best when they feel both needed and accountable. They
will be more likely to keep their commitments when they know doing so is ex-
pected and that others are doing so also. When this tone is established at the be-
ginning, the board will function smoothly.

ADVISORY BOARDS

In addition to a board of directors, small organizations often find it helpful to form
advisory boards made up of people who can help with various parts of the orga-
nization’s program, including fundraising. Although it involves a good deal of work
and does not take the place of a board of directors, having an advisory board can
be a helpful strategy for getting advice from a particular cross section of people
(i.e. doctors, researchers, journalists, clergy) or in expanding your fundraising team
(bringing on nonboard members to do a special event or to help solicit major
gifts), or to serve as an editorial board for your publications. In some ways an ad-
visory board is an administrative fiction. Unlike a board of directors, an advisory
board has no legal requirements, no length of time to exist, and no purposes that
must be fulfilled. Such a board can consist of one person or two hundred.
Advisory boards are variously named depending on their functions. An advi-
sory board may be called a community board, auxiliary, task force, committee,
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or advisory council. Some advisory boards meet frequently; others never. Some-
times advisory board members serve the group by lending their names to the
organization’s letterhead. In at least one case an organization’s advisory board was
called together, met for the first time, then disbanded all in the same day, having
accomplished what they had been asked to do.

You can form an advisory board for the sole purpose of fundraising. Since this
board has no final responsibility for the overall management of the organization,
its members do not have to meet the recruitment requirements of the board of di-
rectors. Furthermore, the advisory board can be completely homogeneous—some-
thing a group tries to avoid in its board of directors.

People like to be on advisory boards. It gives them a role in an organization
without taking on the full legal and fiscal responsibilities of a member of the board
of directors.

When to Form an Advisory Board

Organizations sometimes see an advisory board as a quick fix to their fundraising
problems. They may reason, “Next year our group has to raise three times as much
money as it did this year. Our board can’t do it alone and we don’t want to add
new board members. So we’ll just ask ten rich people to be on a fundraising advi-
sory board and they’ll raise the extra money we need.”

There are two main problems here. First, finding “ten rich people” is not that
simple. If it were, the group would already have a successful major gifts program.
Second, a wealthy person doesn’t necessarily have an easier time asking for and
getting money than someone who is not wealthy. Nor will he or she necessarily be
more willing to give your group money than would a “not rich” person.

There are, however, several conditions under which an advisory board is a so-
lution to a fundraising need:

+ Although the board of directors is already doing as much fundraising as it can,
it is not enough. An advisory board works best when it is augmenting the work
of an active and involved board of directors.

* An organization has a specific and time-limited project that needs its own ad-
ditional funding. Such a project could be a capital campaign, an endowment
project, or a time-limited program requiring extra staft and other expenses. The
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advisory board commits to raise a certain amount of money overall or a cer-
tain amount every year, usually for no more than three years.

+ An organization needs help to run a small business or put on a large special
event every year. The type of advisory board that runs a small business is usu-
ally called an auxiliary, as it does not have a time-limited function.

* An organization wants help in raising money from a particular part of the pri-
vate sector, such as corporations, businesses, service clubs, or houses of wor-
ship. The advisory board, composed of representatives from these particular
sectors, plans the campaign and the members solicit their own colleagues.

Forming the Advisory Board

If you decide that an advisory board is a good tool for your group, be sure to write
out clearly your expectations of this group. Use the same specificity and thor-
oughness here as in drawing up a statement of agreement for your board of di-
rectors. In terms of fundraising, set an amount that you want the group to raise as
a goal, the number of hours you expect them to work (per month, per event), and
the number of meetings they will need to attend. Also suggest ways for them to
raise money. (If you are forming this board because you don’t know how to raise
the money needed, let them know this at the outset.)

Be straightforward with prospects for your advisory board. Tell them your goals
and choose people who can work to meet those goals. Use the same priorities in
choosing members as when forming a board of directors. Of primary importance
is the members’ commitment to your organization and their willingness to express
that commitment by fundraising.

Once you have formed an advisory board, the staff of the organization must
provide back-up support as needed and guide the board as much as necessary. The
chair of the board of directors or another designated representative should receive
reports from the advisory board and frequently call or write the advisory board’s
chair to express the organization’s appreciation for the advisory board’s work. Ad-
visory board members should receive minutes of every advisory board meeting,
be phoned frequently, and generally treated like major donors to the organization
(which they are).
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Allow the advisory board to develop a direction. The first few months may be
slow, but once an advisory board begins to work well and carry out its commit-
ments, its members can raise a substantial amount of money every year.

USING OTHER VOLUNTEERS FOR FUNDRAISING

In addition to, or instead of, forming an advisory committee, many organizations
have gone to a structure with a smaller board (between five and eleven members)
and then used volunteers who are not board members to augment committees as
needed. In this structure, there are no standing committees; instead, each com-
mittee is put together for a specific time and task. For example, two board mem-
bers take on a major gifts campaign. They recruit five other people to help them
for six weeks to meet a goal of raising $50,000 from major gifts. These five people
care a lot about the organization but can’t or don’t want to take on full board re-
sponsibility. They are willing to work hard for a short period of time. In these or-
ganizations, most or all future board members have all first served on one of these
ad hoc committees. Coming on the board becomes a reward for work well done.
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PART TWoO Strategies for
Acquiring and
Keeping Donors

The work of asking people who have not given to an organization to give a first
time, and then if they give, asking them to give again and again forms the bulk
of what fundraising is about. As I noted in Chapter One, most people who give one
gift will not give a second time. About two-thirds of those who give a second time
will give a third time. Each year that a person gives increases the chances that he or
she will give the next year, so a higher percentage of donors will give for a fifth con-
secutive year than donors giving for a third consecutive year. Many organizations
report donors giving to them for twenty-five or thirty years. Some of those donors
become major donors, some provide capital gifts, and some include the organiza-
tion in their will.

Building a donor base is labor intensive and requires persistence and minute
attention to detail along with a healthy sense of risk and willingness to spend
money in order to make money. Not all strategies suit all organizations, and every
organization will need to figure out which strategies work best for them. At the
same time, organizations need to resist the temptation to fly from strategy to strat-
egy looking for the magic one that will solve all their financial problems. Strate-
gies that work well have usually been honed over many years, with lots of
evaluation and planning each year.

The strategies I discuss in the next twelve chapters are the most commonly used
strategies for acquisition and retention—personal solicitation, direct mail, Inter-
net, special events, phone banking, and a number of variations on those themes.
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Although it requires the most nerve, asking someone in person for a donation is
the most effective way to raise money, so the section begins with that strategy. The
concluding chapter of this section is on writing thank you notes. I devote an
entire chapter to it because thank you notes can also be varied and interesting and
because thanking people for what they give to your organization is the best way,
besides running your organization soundly and honestly, to get them to give again.
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chapter

Getting Comfortable with
Asking for Money

Asking someone you know for money in person is the most effective way to
raise funds. If you ask everyone who you know gives away money to give a
gift they could afford to a cause they like, half of them will give something. (People
who fit this description are called prospects. Of course, not everyone you know will
meet all three criteria.) Of the 50 percent that say yes to your request, half of those
people will give you the amount you asked for; the other half will give you less.
This is a much higher response rate than you can get from any other kind of
fundraising. (For example, you can expect 1 percent of people to respond to a di-
rect mail solicitation and 5 percent to give when asked by phone.) Moreover, the
amounts you can ask for in person are much larger. It is rare, and usually silly, to
ask for a $5,000 or $10,000 gift by direct mail or during a phone-a-thon, but it is
appropriate to ask for such a sum in person if you know the prospect is someone
who gives away money, could make such a gift, and has an interest in your cause.
People need more personal attention for large gifts because they have to give them
more thought.

In studies in which people are asked why they gave the last donation they made,
about 80 percent say, “Because someone asked me.” Of course, millions of smaller
fundraising requests are done in person—canvassing, Girl Scout cookie sales, raf-
fle ticket sales, Salvation Army buckets, panhandling, and so on all have a strong
element of personal asking. These forms of personal solicitation will not have the
50 percent rate of success unless the solicitor is known to each potential donor, but
they will have a higher rate of success than methods that don’t use a face-to-face
approach. Strategies to raise more substantial gifts for nonprofits, including major
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gifts programs, capital campaigns, and endowment drives, rely for success on per-
sonal solicitation.

Despite these facts, personal solicitation is one of the most difficult strategies
to implement. It requires that people engage in an activity—asking for money—
that most of us have been taught is rude or just not done. However, for organiza-
tions that are serious about fundraising, and particularly for organizations that
would like to increase the number of people in their donor base who give at least
$500 annually, learning how to ask for money in person is imperative.

WHY WE'RE AFRAID TO ASK FOR MONEY

If the idea of asking for money fills you with anxiety, disgust, dread, or some com-
bination of these feelings, you are among the majority of people. If asking for
money does not cause you any distress, you have either let go of your fear about
it, you grew up in an household of unusually liberated attitudes toward money, or
you may have come from a country that does not consider talking about money
as taboo.

To identify the sources of our fears, we must look at both the role of money in
American society and the attitudes about asking for anything that are the legacy
of the strong Puritan ethic that is our American heritage.

Most of us were taught that money;, sex, religion, death, and politics are all taboo
topics for discussion with anyone other than perhaps one’s most intimate friends
or family. Mental illness, age, race, and related topics are often added to this list of
inappropriate topics. Discomfort in talking about any of them will be stronger in
some parts of the country or among some generations.

The taboo on talking about money, however, is far stronger than any of the oth-
ers. Many of us were taught to believe that inquiring about a person’s salary or ask-
ing how much he or she paid for a house or a car is rude. Even today it is not
unusual for one spouse not to know how much the other spouse earns, for children
not to know how much their parents earn, or for close friends not to know each
other’s income. Further, few people really understand how the economy works. They
don’t know the meaning of things they hear and read about every day—the stock
market, for example, including the difference between a bear and a bull market, or
what the rising or falling of the various stock market indices mean. In the past thirty
years, more and more social justice groups have recognized that economic literacy
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is a key component in community organizing, but it will take decades to reverse the
general ignorance about how the economy works and more important, how it could
work.

Many people, misquoting the Christian New Testament, say, “Money is the root
of all evil.” In fact, Paul’s letter to Timothy says, “For the love of money is the
root of all evil. Some people, in their passion for it, have strayed from the faith and
have come to grief amid great pain.” In truth, money in itself has no good or evil
qualities. It is a substance made of paper or metal. It has no constant value, and it
has no morality. It can be used well or badly. It can buy guns or flowers. Good
people need it just as much as evil ones. It is simply a means of exchange.

People will also say, “Money doesn’t buy happiness” as a way of minimizing the
power of money; they often go on to describe unhappy rich people they have
known or read about, though most people secretly think that they would be hap-
pier if they had more money. Our attitudes about money are changing, giving us
more mixed messages than ever. For example, in the 1990s many young people in
the computer industry felt they were failures if they hadn’t made a million dollars
by the time they were thirty. (I'm often amazed at the lack of perspective in this
aspiration: most people have no idea what percentage of the world’s population
lives in poverty or how many children starve to death every day.) More recently, a
general rule widely publicized is that one must have at least a million dollars saved
in order to retire with any degree of comfort, even though reaching that sum is
completely unrealistic for most American workers. In another example of finan-
cial blindness, large corporations are often considered successful despite operat-
ing at a loss and are simply kept afloat by investor optimism. Sadly, our attitudes
toward money change but do not get healthier.

Money is shrouded in mystery and tinged with fascination. Most people are cu-
rious about the salary levels of their friends, how much money their neighbors
have inherited, how the super-rich live. How much money you have and how long
you have had it denotes class distinctions and helps each of us place ourselves in
relation to others—even while we maintain the myth that our country is a class-
less meritocracy. Consequently, people speculate a great deal about the place of
money in others’ lives. Money is like sex and sexuality in this regard: kept in se-
crecy and therefore alluring. But just as much of what we learned as children and
teenagers about sex turned out to be untrue, so it is with money. The comedian
Kate Clinton says she was raised to think about sex like this: “Sex is dirty. Save it
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for someone you love.” Most of us can relate to that and can see much of what we
learned about money in that same light: “Money is evil. Get a lot of it.”

One major effect of money being a taboo topic is that only those willing to learn
about it can control it. In the United States, an elite and fairly secret class controls
most of the nation’s wealth, either by earning it, having inherited it, or both. It
serves the interest of this ruling class for the rest of us not to know who controls
money and how to gain control of it ourselves. As long as we cannot ask about
other people’s salaries, we will not be able to find out that someone is being paid
more because he is white or less because she is a woman. As long as we do not un-
derstand basic economics, we will not be able to advocate for or even know what
the most progressive tax structure is, finance our nonprofits adequately, or create
a society in which wealth is more fairly and equally distributed, which is, after all,
the main underlying goal of social justice movements.

Political activists and participants in social change must learn how to raise
money effectively and ethically, how to manage it carefully, and how to spend it
wisely. In fact, activists who refuse to learn about money, including how to ask for
it, wind up collaborating with the very system that the rest of their work is designed
to change.

The idea of asking for money raises another set of hindering attitudes, which
are largely the inheritance of a predominately Protestant culture infused with a
Puritan ethic that affects most Americans, including those who are not Protestants.
This set of values conveys a number of messages that influence our feelings and
actions. For example, a Puritan ethic implies that if you are a good person and you
work hard you will get what you deserve. It further implies that if you have to ask
for something you are a weak person, because strong people are self-sufficient. Fur-
ther, the mythology continues, if you have to ask for help, most likely you have not
worked hard enough and you probably don’t deserve it. Rounding out this series
of beliefs is our deep distrust in the ability of government to solve social problems
and a general conviction that the government wastes our money.

All of these beliefs can be found among people on both the left and the right
sides of the political spectrum as well as across age and race lines and all religious
orientations. Where these beliefs will not be found is in two places:

Other countries. Although many countries have various taboos related to
money, none have as many self-canceling and contradictory ones as the United
States. Our taboos about money are not universal.
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Children. Children have no trouble asking for money. They do not subscribe to
the idea that self-sufficiency means not asking or that polite people don’t ask.
They ask, and they ask again and again. Our taboos about money are not nat-
ural—we are not born with them.

Our beliefs about money are learned, and therefore they can be unlearned. The
wonderful writer Ursula LeGuin once said in a lecture, “I never learned much from
my teachers, but I learned a great deal from my un-teachers: the people who said to
me, ‘You shouldn’t have learned that and you don’t need to think it anymore.”

Fundraising for social change is in part about raising the money we need, but
over a longer period of time it is also about creating healthy attitudes toward
money, and many people find that aspect of fundraising to be most fascinating.

To get over your own anxieties about money;, it is helpful to reflect on how you
were raised to think about money and about how you want to relate to money now
that you are an adult. It takes time and work, but you can adopt new and health-

ier attitudes toward money.

SPECIFIC FEARS

With these very strong taboos operating against asking for money, it is a wonder

that anyone ever does it! Understanding the source of our discomfort is the first

step toward overcoming it. The next step is to examine our fears of what will hap-

pen to us when we do ask for money. When people look at their fears rationally

they often find that most of them disappear or at least become manageable.
Fears about asking for money fall into three categories:

* Those that will almost never happen (“The person will hit me.” “I'll die of a
heart attack during the solicitation.”)

+ Those that could be avoided with training and preparation (“I won’t know what

» «

to say” “I won’t know my facts, the person will think I am an idiot.”)

+ Those that definitely will happen sometimes, maybe as much as half the time
(“The person will say no.”)

In the last category—things that will happen—most people not only fear the
possible outcome that the person will say no; many also fear that asking will have
a negative effect on a friendship and that a gift from a friend will obligate them to
give to the friend’s cause in turn. Let’s look at each of these more closely.
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“The Person Will Say No.” Rejection is the number-one fear. Unfortunately,
being told no will happen at least as often as being told yes. Therefore, it is im-
portant to get to the point where you don’t feel upset when someone says no. You
do this by realizing that when you ask someone for a gift, you are seeing them at a
single moment in their lives. A thousand things have happened to the person prior
to your request, none of which has anything to do with you but many of which
will affect the person’s receptiveness to your request. For example, the person may
have recently found out that one of their children needs braces, that their car needs
new tires, or that a client is not able to pay a bill on time. This news may affect the
prospect’s perception of what size donation he or she can make. The person may
wish your organization success but may have already given away all the money they
can at this time or may have determined other priorities for their giving this year.
Events unrelated to money can also cause the prospect to say no: a divorce pro-
ceeding, a death in the family, a headache. As the solicitor, none of these things is
your fault. Many of them you could not have known ahead of time and you may
never learn them because the prospect keeps them private. By feeling personally
rejected you misinterpret the prospect’s response and flatter yourself that you had
something to do with it.

As the asker, you have to remember that, above all, the person being asked has
the right to say no to a request without offering a reason. Most of the time you will
not know exactly why your request was turned down. Your job is not to worry
about why this prospect said no but to go on, undaunted, to the next prospect.

"Asking a Friend for Money Will Have a Negative Effect on Our Friend-
ship.” Many people feel that friendship is outside the realm of money. They feel
that to bring money into a friendship is to complicate it and perhaps to ruin it.
Friends are usually the best prospects, however, because they share our commit-
ments and values. They are interested in our lives and wish us success and happi-
ness. To many people’s surprise, friends are more likely to be offended or hurt when
they are not asked. They can’t understand why you don’t want to include them in
your work.

Further, if it is truly acceptable to you for a person to say no to your request,
your friend will never feel put on the spot. Your friend will not feel pressured
by your request, as if your whole friendship hung on the answer. When asking
friends, make clear that yes is the answer you are hoping for, but no is also
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acceptable. Say something like, “I don’t know what your other commitments are,
but I wanted to invite you to be part of this if you can.”

"If the Person Says Yes to My Request | Will Be Obligated to Give to Their
Cause Whether | Want to or Not.” This quid pro quo situation (“this for
that”) does happen from time to time, and it happens frequently with some people.
Giving money to a cause at the request of a friend so that you can ask them later
for your own cause, or feeling you must give because your friend gave to your cause
is not fundraising. It is simply trading money; it would be cheaper and easier to
just give to your cause and let your friend give to theirs. Also, a person who gives
out of obligation to a friend will not become a habitual donor. They will cease to
give as soon as their friend is no longer involved.

If someone you ask for money gives to your organization, you are not obligated
to that person except to make sure that the organization uses the money wisely and
for the purpose you solicited. The obligation is fulfilled if the organization is hon-
est and does its work. The solicitor does not materially benefit from a solicitation.
They present the cause and if the prospect is sympathetic, he or she agrees to help
support it. The cause was furthered. Beyond a thank you note and a gracious atti-
tude, the solicitor owes the donor nothing. If the donor then asks you to support
his or her cause, you consider the request without reference to your previous re-
quest or its result. You may wish to support the person or the cause, but you are not
obligated to do so. If you think that someone is going to attach strings to a gift, don’t
ask that prospect. There are hundreds of prospects who will give freely.

Far from being a horrible thing to do, asking someone for money actually does
them a favor. People who agree with your goals and respect the work of your group
will want to be a part of it. Giving money is a simple and effective way to be in-
volved, to be part of a cause larger than oneself.

Many volunteers find that it takes practice to overcome their fears about ask-
ing for money. To begin soliciting donations does not require being free of fear; it
only requires having your fear under control. Ask yourself if what you believe in
is bigger than what you are afraid of. An old fundraising saying is that if you are
afraid to ask someone for a gift, “Kick yourself out of the way and let your cause
do the talking.” The point is this: if you are committed to an organization, you will
do what is required to keep that organization going, which includes asking for
money.
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chapter

The Logistics of Personal
Solicitation

| t takes time to work through all your anxieties about asking, and some people
never do feel completely comfortable with the process. That’s OK—you can ask
even if you feel nervous about it. In this chapter, we look at the process you use to
identify whom to ask and how you go about asking.

ASK A PROSPECT

Because personal solicitation is, by definition, done on a person-by-person basis, it
takes more time than most strategies. For example, a direct mail appeal can reach
hundreds or thousands of people with one letter, duplicated and stuffed into en-
velopes. A Web site can be reached by millions of people without wearing it out.
Volume is the key to those strategies. The opposite is true in personal solicitation.
It is done strictly person by person. Therefore, we are looking for people who are
worth that much time.

In traditional fundraising, personal solicitation is generally used to ask for gifts
of $1,000 or more. For smaller organizations, however, donors who could give a
gift of $250 or more are worth the time a personal solicitation takes, and defining
a major gift as $250 or more opens the possibility of becoming a major donor to
more people. The question that determines whether a person is a prospect could
be phrased this way: “What evidence do I have that if I asked this person for thirty
to sixty minutes of their time to meet with me, thus also investing thirty to sixty
minutes of my time (plus preparation), this person would be likely to make a gift
that is significantly bigger than one they might have made if approached through
a less time-consuming strategy?”
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Three broad qualifications determine if someone is a prospect and therefore
worth your time:

« Ability to make a gift of the size you are looking for
* Belief in the cause or something similar

+ Contact with someone in the group who is either willing to ask this person or
willing to allow their name to be used in the asking

When you have positive, verifiable evidence of A, B, and C, you have a prospect.
If one or two of the criteria is missing you have a potential prospect, usually called
a suspect. Let’s look at each of these criteria in depth, beginning with the most im-
portant.

Contact
Contact is the most important of the three criteria and also the most overlooked.
Do you know the prospect? Does anyone you know know the prospect? Without
contact, you cannot proceed with a personal solicitation because there is no link
between your organization and this person.

There are three ways for a person to have contact with your organization:

* A board member, staff person, or volunteer knows the person.

* A board member, staff person, or volunteer knows someone who knows this
person. The person with contact is either willing to let you use their name in
the approach (“Mary Jones suggested I call”) or better yet, is willing to call on
your behalf (“Joe, this is Mary. 'm giving money to a really amazing group and
was hoping you would be willing to see a couple of their representatives, let
them tell you about the group and ask you to join.”).

* The person is currently a donor to your group, but no one close the group
knows the person. In that case, when you call you will say, “We don’t know each
other, but we share a commitment to , and I want to talk with you about
an exciting project we are about to undertake.”

Belief

In thinking through why someone who is not already a donor might believe in
your organization, return to your case statement (discussed in Chapter Four). What
values does your group espouse? What organizations have similar values, even if
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their goals are different? Be broad minded and creative in assessing potential link-
age. For example, people who give to children’s organizations are often interested
in environmental issues because they are concerned about the kind of world the
children are growing up in and will inherit as adults. People giving to environ-
mental groups are likely to be interested in health issues. People who give to li-
braries will often support literacy programs or creative educational projects that
help people appreciate the value of reading. In addition to reviewing the case state-
ment, ask staff, volunteers, and board members to write down all the values they
hold dear and what beliefs of theirs tie in with your group. This should provide a
broad list that you can use to help screen potential prospects.

In addition to looking for similar values, look for other things that might link
a person to your group. Do you serve a neighborhood that the person’s family
comes from? If you have clients, do your clients patronize the prospect’s business?

Try not to draw conclusions from facts about people that could lead you to as-
sume they won’t be sympathetic to your group. For example, many Jews are criti-
cal of Israel. Many Catholics are prochoice. Many donors to the arts are concerned
about censorship, so they are also likely to give to organizations working to pro-
tect civil liberties. People live in a context; knowing one fact about them can lead
you to wrong conclusions if you are not careful.

Ability

Although first in the A-B-C order, ability is actually the least important factor in
identifying prospects. We can safely assume that if a volunteer or staff person in
an organization has friends or colleagues who give away money and believe in the
cause, those same people have the ability to make some kind of gift even if it is very
small. The question is, how much should they be asked for?

One of the biggest mistakes fundraisers make is assuming that how much a per-
son can give will be related to how much money they have. Obviously, how much
money a person has influences how much they can give at one time, but some-
times people will give more than they could have given in one gift by giving
over time through pledges or credit cards. Many wealthy people could afford to
give much more than they do, while many poor people give a high proportion of
what little they have. Stockbrokers, bankers, and financial planners are interested
in how much people have because they are selling the idea that they can help them
have more. Fundraisers are interested in how much people give, so giving is the
behavior to focus on, not having.
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In terms of identifying how much a person can give, first you need to figure out
if that person gives away money. To do so, ask the contact what other groups the
prospect supports and look at lists of donors printed in other organizations’
newsletters, annual reports, and programs. Listen closely to what people say. Do
they complain about getting a lot of direct mail? (“I seem to be on everyone’s list.”)
This is probably a person who gives by mail. Do they complain about how many
phone calls they receive? (“Just when we’re sitting down to dinner, the phone rings,
and it’s the disabled, or the whales, or the rainforest.”) These calls are rarely ran-
dom—they are made to people who give by phone. Is the person very busy? With
what? Board meetings at the legal aid society? Organizing a special event for In-
ternational Women’s Day? Volunteering with the PTA? Being a docent at the art
museum? Working for a political candidate? These involvements all signal some-
one who participates actively in nonprofit causes.

Next, to determine the size of a possible gift, the following guidelines are use-
ful. All of them assume some evidence that the person is interested in your cause.

To determine whether someone could give $100 to $499, you need to know lit-
tle more about them than that they are employed in a job that pays a living wage,
that they are not supporting very many other people (children, partner, elderly rel-
ative), and that they have given in that range to some other group.

To determine if someone could give in the $500 to $1,000 range will require
knowing that the person has a well-paying job or some inheritance or a healthy
retirement income, or that the person is married to or living with someone who
has any of these advantages. People who give in this range usually are not the sole
support of their household or the household is not very large.

To determine if someone could give more than $1,000 will require a little more
knowledge, particularly that the person has given in this range to other groups, but
most important as you get to these larger gifts, the person is usually a donor of
some size to your organization. No matter how wealthy and generous someone is,
that person will rarely start giving to a small organization with such a large gift un-
less there is an immediate and compelling reason to make a big gift as the first gift.
(I discuss these larger gifts in Part Three, Strategies for Upgrading Donors.)

Ultimately, you will not know with any certainty how much any person can give
because you can’t know all their circumstances and because their perception of
what they can afford can change from day to day. You make your best guess and
you ask. People are rarely insulted to be asked for more money than they can af-
ford; it’s flattering to have people think you are that successful financially.
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STEPS IN CREATING A PROSPECT LIST

Now that you know how to define a prospect, your group can begin to create a list
of people who qualify as prospects you will ask for gifts. The first step is for the
people who are going to be involved in the personal solicitation strategy meet and
create a master prospect list. Having all the names in one place ensures that no one
gets asked by more than one person and that the right person does the asking in
each case. Also, in a group setting people get more excited about the process and
come up with more names and more enthusiasm for asking than they would on
their own. Moreover, when more than one person knows a prospect, more infor-
mation can be collected and verified.

The easiest way to create a master prospect list was developed by fundraising
consultant Stephanie Roth and works as follows. Each person at the meeting first
creates her or his own personal list, set up as in the illustration below, of all the
people they know or who would recognize them if they were to call. No one should
censor themselves by saying, “He hates me,” or “She’s a tightwad,” or “I can’t ask
them!” Each person just makes the list of their contacts, remembering that being
the contact is not necessarily the same as being the solicitor. Who will solicit the
gift will be decided once the prospects are identified.

Prospect Identification List
Contact Name:
Believes in Gives Away Amount to

Person | Know Cause Money Ask For
$
$
$
$
$
$
$
$
$
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Beside each name the contact notes whether or not the potential prospect be-
lieves in the cause. If they don’t know what the person believes in, they put a ques-
tion mark. Next, they cross off all the people whom they know don’t believe in the
cause. Next to the names of the people who believe in the cause they make a note
of whether they know for a fact that this person gives away money. If they don’t
know, they put a question mark. They cross off anyone they know for a fact does
not give away money. Next to all the people who remain—that is, people they
know, who they know believe in the cause, and who they know give away money—
they note the amount they think the prospect could give. This can be any amount,
but this exercise is generally used to find people who can give between $250 and
$2,500. If they don’t have any idea how much the prospect could give, they put a
question mark. Now, everyone reads his or her list of firm prospects—that is, those
people about whom they were able to answer affirmatively in all categories—to
the group. One person compiles the master list, either by writing these names on a
piece of easel paper or entering them into a handwritten or computer-based
spreadsheet. If anyone else knows the prospects, they can confirm the information
or add other information. The master prospect list will look like the example below.

Master Prospect List

Name of Amount to
Prospect Contact Solicitor Be Solicited Other Info
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Next, each person reads the names of people on their list that have question
marks concerning belief or whether they give money to see if anyone else can fill
in this information. If no one else knows the person, he or she is not a prospect. If
someone does know them, they are either moved to the master prospect list or
crossed off based on the additional information.

The final master list, then, contains the names of people whom someone knows,
who believe in the cause, and who could make this size of gift. The final step is to
decide who is going to ask each person. The decision about who asks is based on
who has the best relationship with the prospect, who is willing to ask, and who the
prospect would feel most comfortable being solicited by. For example, let’s say the
choice of solicitor is between a close friend of the prospect and a business colleague
that the prospect likes and admires. On first thought, you would say the friend
should ask, but you may do better to go with the business colleague who can pre-
sent this in a businesslike way. Another option is for them to go together.
Ultimately, the person most likely to do a good job is the best solicitor.

From the master prospect list, a prospect record will be developed for each
prospect containing more detailed information about that person. This is the job
of development staff. If your organization does not have staff, one or two people
from the board should take on this task. Keep in mind that you need to know less
about someone you are asking for $500 than about someone you will approach for
$2,500. This information is kept in a database and added to or corrected as you
learn more. Eventually, as at least half of the prospects become donors, it will be
helpful to have information recorded about them already. The following types of
information should be discovered and recorded for each prospect.

It is imperative for one or two people to take on the task of collecting this in-
formation and recording it systematically. The information must be accurate and
confidential. Nothing should appear that is only known from gossip or that is not
helpful in seeking a gift (“Had an affair with the Methodist minister” may be in-
teresting, but is not prospect information). Some kinds of information will be
more useful to some groups than to others. A group working with prisoners may
wish to know if the prospect or anyone in the prospect’s family has spent time in
prison. Otherwise, that would probably not be appropriate information. People
working in historic preservation may want to know how long someone has lived
in a community, whereas people working on animal welfare issues will be more
interested in knowing whether the person has pets or livestock or likes animals.
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Prospect Record

Date:

Name:
Address: (work)
Address: (home)

Phone: (work) (home) (cell)
Fax: (work) (home)

E-mail:

Contact(s):

Interest or involvement in nonprofits (be specific):

Donations to nonprofits:

Evidence of belief in our group:

Occupation:

Employer: Matching gift possible?

Household composition:

Other interests/hobbies:

Suggested gift range:

Anything else we should know (such as, hates to be called at home, more
likely to respond to e-mail than regular mail, makes all decisions with

partner):

Suggested solicitor:

Relationship to solicitor:

Result:

The most helpful tip for putting together lists of prospects is to put yourself at
the top of the list. In fundraising we say that the first time you ask someone for
money in person, you should always get a yes, because the first person you ask
should be yourself. Once you test the proposition that the group is worth
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supporting against your own bank account, you will have a much clearer sense of
who else you know who might give and what amount they might consider.

After all the solicitors have made their own donations and appropriate and ad-
equate information has been gathered about the prospects, the solicitors should
each have a list of people they are going to approach. They should plan to approach
the people most likely to say yes first. These do not have to be your potentially
biggest donors—what is important is to have two or three good experiences be-
fore you encounter anyone saying no. In our “Brussels sprouts before dessert” cul-
ture, solicitors sometimes start with the hardest people “to get them over with.”
Don’t do that. You need the experience of hearing someone respond positively early
on to carry you through some of the harder requests.

HOW TO APPROACH THE PROSPECT

The solicitors are now ready to approach their prospects. The most formal ap-
proach involves three steps:

1. A letter describing the organization or the specific need, including a sentence
or two indicating that you wish to ask the prospect for a gift and requesting a
meeting to discuss it further, followed by

2. A phone call to set up a meeting, and then

3. The meeting itself, in which the gift is actually solicited

Obviously, if you are approaching your spouse or your best friend, you can skip
the letter and perhaps even the phone call. In other cases, particularly for smaller
gifts the letter may be enough, and there will be no need for a phone call. In others,
the letter and a phone call will be enough, and there will be no need for a meet-
ing. Deciding whether a meeting or follow-up phone call is necessary will depend
on your knowledge of the prospect and how much money you are requesting.
Some people are very comfortable giving $250, $500, or even $1,000 in response
to a phone call from someone they know. If the prospect lives far away from the
organization or the solicitor, they may be more willing to have a long phone call
than to expect the solicitor to visit them.

Regardless of how generous, easygoing, or committed your prospects are, they
will be more likely to give if you follow up your letter with a phone call, and
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they will almost always give more in a meeting than when asked over the phone.
Remember, you are requesting a thoughtful gift—a gift that is big enough that a
person needs to think about whether they can afford it and whether they wish to
give your organization a gift that big. You want sufficient time with prospects to
answer all their questions and concerns. It takes about thirty minutes to have the
conversation you need to have, and a thirty-minute meeting seems a lot shorter
than a thirty-minute phone call.

The Letter

The letter should raise the prospect’s interest, giving some information but not
enough for a truly informed decision. The letter should be brief, not more than
one page. Its purpose is to get the prospect to be open to the phone call in which
the solicitor requests a meeting. In other words, the letter introduces the facts that
you will be asking for a large gift for your organization and that you want the
prospect to be willing to give a short amount of time to hear why you want this
gift and why you think this prospect will be interested. No commitment to give or
to be involved in any way is asked for in the letter—only a request for the prospect
to discuss the proposition of a gift with the solicitor. Here is a sample letter.

Ms. Concerned Activist with Good-Paying Job
Professional Office Building
City, State, ZIP

Dear Connie,

For several years you have heard me talk about Downtown Free
Clinic. As you know, | have recently been elected to serve on the
board, which | am really excited about! At a recent meeting, we
made a decision to launch a major gifts campaign, the main purpose
of which is to help the clinic become financially self-sufficient. In the
future, we want to depend on a broad base of donors rather than on
foundations and government grants, which have proven most unre-
liable.
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The goal of the campaign is $50,000 the first year. All of us on
the board have made our own commitments, which total $15,000.
We are now turning to people like yourself to raise the rest. We
need some lead gifts in the range of $1,000 to $2,000 from people
of standing in the community whose word and example carry
weight. | am hoping you will consider being one of the leaders in
the campaign because of your long-time activism in community
health care.

(Include one more brief paragraph on the current programs of the
organization.)

I know this is a big request, and | don't expect you to decide based
on my letter alone, so | am hoping we can meet and talk. | am very
excited about the direction Downtown Free Clinic is taking and | can't
really do it justice in this letter.

I'll call you next week to set up a time. Hope you are well. Enjoyed
seeing you and your family at the baseball game last week.

Best always,

Annie

Another Concerned
Activist

The letter is straightforward. Connie knows what the request will be, in-
cluding the amount. She knows what the money is for. If giving to this organi-
zation at all is out of the question, she can decide that now. If giving a lead gift
is out of the question, it is implicit from the letter that a smaller gift is an
option. Her importance to the campaign has been stated, which is flattering,
yet there is nothing she needs to do at this point except wait for the phone call.
No action has been requested—in fact, she has specifically only been asked not
to decide.

The Logistics of Personal Solicitation

83



84

The Phone Call

If you are the solicitor and you say you are going to call, you must call. Rehearse the
phone call beforehand to anticipate questions or objections the prospect may have.
Be sure you know exactly what you are going to say from the very first hello. Many
people find it useful to write down what they will say, in the same way that one
writes a script for a phone-a-thon (see Chapter Twelve, Fundraising by Telephone).

The phone call is the most difficult part of the solicitation. It is essential to ar-
ranging a meeting, and if you are not going to ask for a meeting, it will make a dif-
ference as to whether the person gives at all. There is a lot of pressure on this call. Also,
you have no body language to help you infer what the prospect is thinking and feel-
ing. You can’t tell if he or she is frowning, smiling, in a hurry, or busy. You can’t rely
on how people sound on the phone. People who are easygoing may sound brusque
or harried on the phone. If you reach someone on a cell phone, they may be hard to
hear and your conversation may break up before you are finished. Some people sim-
ply do not like to talk on the phone, and their dislike of being on the phone may come
across to you as a dislike of talking to you or a reluctance to discuss a gift. Finally, a
phone call is always an interruption, even if the prospect really likes you.

All of these things can make a solicitor anxious; anxiety, unfortunately, makes
for poor phone calls. Anxious people have a hard time listening to others because
they are too absorbed in thinking about what they are going to say next. Practic-
ing the phone call a few times with other people in your organization will help you
be less anxious.

There are two things that can happen when you make this phone call: either
you won't reach the prospect, or you will.

You Don’t Reach the Prospect. In fact, 90 percent of the time you phone
someone you will get some kind of gatekeeper—an answering machine, voice mail,
a secretary, someone else in the household. When this happens, leave a brief mes-
sage that includes a good time to call you back and say that you will try again. Leave
at least three such messages before you give up on this prospect. Messages are not
reliable. Voice mail gets erased accidentally, messages written on pieces of paper
get lost, numbers get transposed, names are spelled so wrong that the prospect
cannot recognize who called, prospects try to call you back and get a busy signal
or carry your message around with them meaning to call but never finding the
time, and so on. Many people are finding that leaving their e-mail address in
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addition to their phone number will at least result in some response from the per-
son, as people use e-mail at all hours of the day and night. Again, don’t assume
that because you can’t reach the prospect the answer is no. However, your time is
valuable also, and leaving more than three messages for one person is not as useful
as moving on to the next prospect.

If you have made a serious effort to reach a prospect and have not succeeded,
you may want to ask the contact for more information about the prospect. You
may find out that the prospect is out of the country, or is tending to a sick relative,
or that you can make an appointment with the prospect through her secretary, or
even that the secretary is authorized to handle these kinds of requests.

You Do Reach the Prospect. To ensure that you have not caught the prospect
at a bad time, first ask if this is a good time to talk. Once that is established, get
right to the purpose of the call. If you have sent the prospect a letter, inquire about
whether the prospect received it and had a chance to review it. Be clear about the
purpose of the phone call, which is to ask for some time to discuss the possibility
of the prospect making a gift—not to ask for the gift. The prospect does not need
to decide about his or her gift until the meeting.

Be sure not to read meaning into statements the prospect may make at this
point that can be taken at face value. For example, do not hear, “I don’t want to
give” in a statement such as “I’'m very busy this month,” or “I have to talk to my
spouse before making any decision.” Instead, in the first instance say, “I can un-
derstand that. How about if I call you next month, when things might have slowed
down for you?” In the second instance say, “Would it be possible for me to see you
both in that case?” Hear everything the prospect says as being literally true. If she
says, “I've already given away all the money I am going to give this year,” then ask
if you can meet so that your group can be considered next year. If she says, “I need
more information before I can meet,” ask what information would be most help-
ful, tell her you will send it today, and then suggest pencilling in a meeting for a
later time after the prospect has had time to review the information.

If the prospect tries to put you off, do not assume that he or she is saying no.
In fact, people who make a lot of big gifts will often use put-offs to determine
whether you are serious about the organization and whether the organization can
really do its work. This is particularly true for community organizing projects. It
is hard to believe that a group will really face down corporate intimidation or stand
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up to political power if its members fold at the first sign of resistance from some-
one they have identified as a person who believes in their cause!

There’s one more logistical item to consider before you pick up the phone:
where to try to reach the prospect. In the older and simpler days, fundraisers chose
between calling the person at home or at work. This was sometimes a hard deci-
sion, and none of us imagined it would get more complicated with cell phones.
Now the person could be anywhere. A general rule is to call people where you know
them. Where would you call them if the topic weren’t money? You will probably
call your neighbors at home. Friends you can often call anywhere, including on
their cell phone. Colleagues are generally approached through work. Increasingly
though, people don’t have land lines at home and calling a number other than their
work number means getting a cell phone. Thus, the first question you will always
ask in any call becomes even more critical now: “Is this a good time to talk ?” Or
“Do you have a couple of minutes right now?”

The Meeting

Once you have set up an appointment, you are ready to prepare for the face-to-
face solicitation. This is not so frightening as it seems. First of all, the prospect
knows from your letter or your phone call that you will be talking about making
a contribution. Since he or she has agreed to see you, the answer to your request
is not an outright no. The prospect is considering saying yes. Your job is to move
the prospect from consideration to commitment.

The purpose of the meeting is to get the gift. As the solicitor, you must appear
poised, enthusiastic, and confident. If you are well prepared for the interview, this
will not be too difficult. Board members and volunteers can go with each other or
bring a staff person to such a meeting to provide any information the solicitor
doesn’t have. If you do go in pairs, be sure you know who is going to begin the
meeting and who is going to actually ask for the gift.

The solicitor’s job is to ask for the gift. The prospect’s job is to decide whether he
or she is going to give a gift and of what amount, ask for more time to think about
it, or say no. It is important that the solicitor does not get personally caught up in
the prospect’s response. You are not a good fundraiser if someone says yes nor a
poor fundraiser if someone says no. If you are asking enough people, a certain per-
centage of them will say no. In fact, a sign that you are not asking enough people is
when you go for a long time without anyone saying no.

Fundraising for Social Change



Meeting Etiquette. Regardless of how well you know this prospect, the subject
of this meeting is business. You should begin the meeting with pleasantries, catch
up on family and friends briefly, but avoid the temptation to have a long chat be-
fore getting down to the subject at hand. It is often helpful to say early in the meet-
ing, “Well, you know why we are here, which is to ask you to consider making a
gift to Important Group. Before we get to that, however, we want to tell you some
of the exciting things we are doing.” This moves everyone into the conversation
about the group and its fundraising goals.

Next, keep in mind that the more the prospect is encouraged to talk, the more
likely he or she is to give. No one likes to be talked at or lectured. Ask the prospect
what they know about your group, how they keep up with the issues your group
works on, and other open-ended questions. Share your own experience with the
group and tell stories that illustrate facts rather than just giving a dry exposition
of what the group does. Sentences that begin, “I am most excited by” or “I got in-
volved with Important Group because of my own situation (or commitment or
long-standing interest in)” are much more likely to be listened to than “We started
in 1997 with funding from the Havelots Foundation.”

In addition to asking questions, pause for a few seconds between every few sen-
tences. Wait to see if the prospect wants to add anything or has any questions or
objections. If the prospect says something you don’t understand, ask for clarifica-
tion or say, “Tell me more about that.” If the prospect says something that offends
you or that you don’t agree with, don’t pretend to agree. Don’t sacrifice your in-
tegrity for this gift, but see if you can find a way to counter what the prospect said
without getting into an argument. You can use phrases like, “I can see why you say
that because that is the impression that the media gives, but in fact .. ” or “We have
discovered that fact-fact-fact, which is why we have designed the program the way
we have.” Said without rancor or defensiveness, statements like these can allow the
prospect to change his mind without looking stupid.

Toward the end of the half-hour interview or when the prospect seems satisfied
with what you have said, you are ready to close—that is, to ask for the gift. Repeat
the goal of the campaign and the importance of the work of the group in one or
two sentences. Then, looking directly at the prospect, ask for a specific gift: “Will
you help with $2,000?” or “I'm hoping you can give a gift in the range of $500 to
$1,500,” or “Do you think you could consider a gift of $2,500?” There are no magic
words for the close—what is important is that you figure out a phrase that suits
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your personality and includes the range or the specific gift you want. Then be quiet.
At this moment, you give up control of the interaction. At last, you are asking the
prospect to make a decision. Wait for the prospect to speak, even if you have to
wait what seems like several minutes. If you are anxious, time will seem to pass
very slowly. Keep looking at the prospect without staring. You can breathe easy
now because you have said everything you need to say and you have put your best
foot forward. Take a deep breath in and release it slowly. Smile a little and don’t
frown. You want to look relaxed and confident.

The Prospect’s Response. At this point the prospect will say one of six things,
or some variation on these themes:

1. “Yes, I'll help.” Thank the prospect. Be grateful and pleased, but don’t be overly
effusive or you will give the impression you didn’t think the prospect was re-
ally a generous person. Arrange for how the gift will be made (by check, by
pledge, by stock transfer; now, later). The easiest way to do that is to ask, “How
would you like to pay that?” Once those arrangements are made, thank the
prospect again and leave.

2.“Td like to help, but the figure you name is too high.” This is a yes answer but
for a smaller gift. You can say, “Would you like to pledge that amount and con-
tribute it in quarterly installments over a year’s time?” Or you can say, “What
would you feel comfortable giving?” or “What would you like to give?” Avoid
the temptation to bargain with the prospect. Once the prospect has decided on
an amount, follow the procedure in #1.

3.“That’s a lot of money.” This statement is generally a stall. The prospect feels he
can give what you have asked, which is a big gift for him. He wants to be sure
that your organization agrees that the gift is large. Your answer: “It is a lot of
money. There are not many people we could ask for that amount.” Or “It is a
lot of money. That’s why I wanted to talk to you about it in person.” Or “It
is a lot of money. It would be a big help.” Then be quiet again and let the
prospect decide.

4.“I need to think about it.” Some people truly cannot make up their mind on
the spot and if pushed for an answer will say no. Ask the prospect, “What else
can I tell you that will help you in your thinking?” and answer any remaining
questions. Then say, “May I call you in a few days to see what your decision is?”

Fundraising for Social Change



Set a time when the prospect will be finished thinking and will give you an

answer.

.“I need to talk to my spouse (or partner or other party).” This probably does
mean the person needs to talk to someone else; however, it is surprising that
the prospect didn’t say that when you set up the meeting, so it probably
also means the person needs more time. Often it means that the person has
another question or objection but is embarrassed to say it. This is called the
“shadow question,” and you need to surface what it is. You will do that by say-
ing, “That makes sense. Is there anything your partner will want to know that
I can tell you now?” The prospect may then tell you what’s bothering him. “My
partner will want to know why you spend so much on office space,” or
“My partner will want to know why you take money from Possibly Bad
Corporation and will wonder if that affects your work.” You can then answer
these objections. You will end this solicitation by getting some agreement as to
when the prospect can talk to the person they need to consult and when you
should get back to them.

.“No, I can’t help you.” Although this is an unlikely response at this point, it
should be treated with respect. Nod your head and wait silently for a longer ex-
planation. Generally the prospect will expand to provide a reason. “You know,
I'just don’t really agree with your approach. I thought when I heard more about
it I might understand and agree, but I don’t.” Or “I just can’t get past the fact
that Person I Hate is the chair of your board.” Don’t join in trashing this per-
son, but don’t spend a lot of time defending them either unless your defense is
confined to discussing their work for your group. “He has done really good
work for us, but I know he is controversial.”

In the highly unlikely situation that you have remained silent for at least a
full minute and the prospect hasn’t volunteered any explanation for saying no,
you can ask for one. “Would you say a little bit about why you are saying no?”
Or “I am going to be asking other people as well. Are there any ways I can
improve?” If asked nondefensively, you will probably receive an answer. If the
answer is a misunderstanding, clear it up and you may get a yes or at least, “T'll
think about it.” Don’t spend much time trying to change the prospect’s mind
or you will seem disrespectful. Often, people who say no to a request like this
later say yes as they learn more or have time to think more about what you have
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said. Try to end the meeting with a question the prospect can say yes to. “Would
you like to stay on our mailing list?” Or “When Person You Hate leaves the
board, can I call you?” Or just, “What is best way to get downtown from here?”
Thank the prospect for their time and leave. Remember that you have an un-
spoken but very important agreement with all the people you ask for money:
if they agree to be asked, you will respect their right to say no.

Immediately after the interview send a thank you note regardless of the response
you got at the meeting. Another thank you note should come from the organiza-
tion when the gift is received.

Although it can be anxiety-producing to ask someone for a large gift, it is also
thrilling when a prospect says yes, and it is not a big deal when someone says no.
Most of the time people say no for understandable reasons that have nothing to
do with you. With practice, asking for money becomes easier and easier. And most
people are encouraged by being able to set aside their own discomfort about ask-
ing for money for the greater purpose of meeting the needs of the organization.
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Understanding Special
Events

S pecial events, also often called “fundraising benefits,” are social gatherings of
many sorts that expand the reputation of the organization; give those attend-
ing an amusing, interesting, or moving time; and possibly make money for the or-
ganization sponsoring the event. The variety of special events is practically
limitless, as are the possibilities for money earned or lost, amount of work put in,
number of people participating, and so on. Special events are arguably the oldest
fundraising strategy and certainly the most common around the world. In every
country where I have taught fundraising or read about fundraising, special events
have played a big role. Because of their variety and flexibility, special events are ex-
cellent strategies for acquiring, retaining, or upgrading donors, and organizations
that are serious about building a broad base of individual donors need to have at
least one or two special events every year.

Events are often misunderstood and misused. What they do well—increase vis-
ibility—is often not the goal, and what they do badly—raise lots of money—is too
often the only thing people are seeking when they plan them. Keep in mind, then,
that special events should have three goals:

+ To generate publicity for the organization

+ To raise the visibility of the organization

+ To bring in (new) money

Generating Publicity. Generating publicity means getting a particular audi-
ence to pay attention to the organization for a limited time by means of advertis-
ing the event and by the quality of the event itself.



Enhancing Visibility. An event raises the overall profile of the organization in
the community. Visibility is the cumulative effect of publicity. With each succes-
sive event, and in combination with other fundraising and organizing efforts, the
organization becomes known to more and more of the people who should know
about it. The visibility of your group can be assessed by asking this question: Of
the people who should know about you, what percentage do? This percentage is
called your visibility quotient. Assessing a visibility quotient requires thinking
through what types of people should know about your organization and what
mechanisms reach those potential donors. For example, if you are regularly fea-
tured in the local newspaper, you may be well known to those who read the paper,
but you also need to reach people who don’t read any newspapers, which is now a
majority of young people and larger and larger numbers of all people. In that case,
getting more print publicity will not help you; you may need to move to radio,
speaking engagements at houses of worship, or a door-to-door canvass in order to
reach new constituencies. Events are excellent publicity-generating tools because
they give the media a hook around which to focus attention on the group. A news-
paper or radio station may be interested in discussing the event or even doing a
profile of it—an auction, self-defense class, or concert—and will mention the spon-
soring group’s name, thus raising visibility.

Raising Money. Raising money is a secondary goal for a special event because
there are many faster and easier ways to raise money than this one. An organiza-
tion that simply needs money (perhaps from being in a cash flow bind or having
an unexpected expense) will find that the slowest ways to raise that money are seek-
ing government funding or having an event. On the other hand, an organization
that wants to raise its profile, bring in new people, and possibly make money will
find a special event an ideal strategy. In many cases special events can lose money
or barely break even and still be successful because of the publicity and visibility
they produced.

TYPES OF PEOPLE WHO ATTEND SPECIAL EVENTS

There are two categories of people who attend events: those who come because of
the event itself and those who come both for the event and to support your group.
In the first category are people who would come to a particular event no matter
who sponsored it. These people attend flea markets, dances, movie benefits,
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decorator showcases, auctions, and the like. Many times these people will not even
know the name of the group sponsoring the event. In a similar vein are small busi-
nesses or corporations that will buy ads in an adbook, donate raffle prizes, buy ta-
bles at luncheons, or even underwrite an event but would not give an organization
money under other circumstances. They want the advertising and resulting good-
will the event gives them, along with the chance to target a specific audience inex-
pensively. Raising money from a person or a business that would not give you
money otherwise does not constitute donor “acquisition,” but it is a smart use of
an event and provides another income stream. Of course, the event should also be
designed to draw people who are interested in your group. However, for organi-
zations in rural communities or serving a very small constituency and unable to
build a large base of donors, events that draw people to the event rather than the
cause will be important for raising money.

The second type of people who attend events are those who are both interested
in the event and believe in your group’s work. They may not have heard of your
organization before learning of this event, or they may already know of your or-
ganization and want to support it while getting something important to them. For
example, women wanting to take a self-defense class may choose one sponsored
by the local rape crisis program rather than a commercial gym in order to support
the rape crisis program. After the classes, some of the participants may want to
join the program as volunteers and paying members. People who buy all their hol-
iday presents at a crafts fair put on by a public radio station or who enter
marathons sponsored by groups they believe in are good prospects to follow up
with direct mail or e-mail appeals.

Among the second type are people who appreciate your organization’s work but
can’t afford or don’t want to donate more than a small sum. For them, buying a $1
raffle ticket or attending a $6 movie benefit is a perfect way to show their support.

CHOOSING A FUNDRAISING EVENT

Several criteria should be considered in choosing a fundraising event: the appro-
priateness of the event, the image of the organization created by the event, the
amount of volunteer energy required, the amount of front money needed, the re-
peatability and the timing of the event, and how the event fits into the organiza-
tion’s overall fundraising plan.

Understanding Special Events

93



94

Appropriateness of the Event

To decide if an event is appropriate, ask yourself, “If people knew nothing about
our organization except that it had sponsored this event, what would they think
of our group?” If you think their thoughts would be neutral or good, then the event
is appropriate. If you think that you would want them to know more about the
group than just what the event implies about it, you should think again. Examples
of inappropriate events abound. In the extreme, if you are the symphony you don’t
sponsor a pie-eating contest; if you run an alcohol recovery program you
don’t have a wine tasting. Often, however, the question of appropriateness is sub-
tler than in those examples, as shown in the following two case studies.

A QUESTION OF CONSISTENCY

An organization working to end sweatshop conditions in garment facto-
ries around the world plans a luncheon to which they will invite one
thousand people in the hope that three hundred will attend. The devel-
opment director asks a large print shop employing more than seventy-
five people to print their invitations and adbook as an in-kind donation.
He then finds out from a worker at the print shop that the working con-
ditions at this business are not good: the workers are exposed to toxic
fumes, they are paid minimum wage and receive no benefits, and they
are laid off during slow periods, then rehired when business picks up. A
union has been trying to organize the workers at the print shop. A mem-
ber of the union calls the development director of the antisweatshop or-
ganization and asks him not to use this shop. She explains the terrible
working conditions and points out the lack of consistency for an organi-
zation whose mission is to stand up for workers everywhere to take their
business to such a shop. However, the lure of free printing for 1,000 invi-
tations and 750 copies of an adbook, saving the organization as much as
$2,500, is too much to pass up. The development director thanks the
union organizer for her comments, but says that his using this print shop
will not worsen conditions there and that not using it will not improve
conditions.
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The union knows that this organization’s events get a lot of publicity
and often attract powerful people. They decide to organize an informa-
tion line outside the event. The line is not a picket line, and they don't ask
people to boycott the event, but union members and volunteers hand out
information about the print shop outside the hotel where the event is
held. The workers at the hotel, members of a different union, sponta-
neously decide to join the information line. As a result, the event becomes
a public relations nightmare from which the organization does not recover
quickly. They learned the hard way the importance of political consistency.

A QUESTION OF JUDGMENT

A women'’s health organization in a large West Coast city offered as a top
raffle prize a case of fine, expensive wine. During their promotion, a num-
ber of studies were released showing the high rate of alcoholism among
women. An internal debate ensued over whether it was appropriate for a
group working to prevent dangerous drugs and devices from being given
to women to offer alcohol—a potentially dangerous drug—as a raffle
prize. Proponents argued that only 10 percent of the population are al-
coholics and that alcohol does not harm most people who use it. The
chance of an alcoholic winning that prize was slim compared to how
many people would be attracted to the raffle because of this prize. How-
ever, opponents swayed the group by reasoning that they would not ap-
prove of a contraceptive that hurt 10 percent of its users. The group
withdrew the prize, not wanting to promote a drug with any potential
for harm.

Image of the Organization

In addition to being appropriate, the event as much as possible should be in keep-
ing with the image of the organization or should promote the image the organiza-
tion wishes to have. Although considerations of appropriateness sometimes include
those of image, image is also a distinct issue. Many events that are appropriate for
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a group do not promote a memorable image of it. For example, a library would
choose a book sale over a garage sale, even though both are appropriate. An envi-
ronmental organization would use a whitewater rafting trip over season tickets to
the ballet as a door prize, even though both are nice prizes. An organization pro-
moting awareness of the problem of high blood pressure might choose a health fair
over a dance. The idea is to attract people to your event who might become regu-
lar donors to your organization by linking the event to your mission.

Energy of Volunteers

Looking at the volunteer energy required to plan and mount an event involves sev-
eral considerations. How many people are required to put on this event? What
would these volunteers be doing if they were not working on this event? Do you
have enough volunteers who have the time required to produce this event—not
only to manage the event on the day of its occurrence but to take care of all the de-
tails that must be done beforehand?

Volunteer time is a resource to be cultivated, guided, and used appropriately.
For example, don’t use someone with connections to major donor prospects to sell
T-shirts at a shopping mall on Saturday afternoon. Similarly, a friendly, outgoing
person who loves to talk on the phone should be the phone-a-thon coordinator
or the solicitor of auction items and not be asked to bake brownies for the food
booth at the county fair. Obviously, what the volunteer wants to do should be of
primary concern. People generally like to do what they are good at and be involved
where they can be most useful.

Front Money

Most special events require that some money be spent before there is assurance
that any money will be raised. The front money needed for an event should be an
amount your organization could afford to lose if the event had to be canceled. This
money should already be available—you should not, for example, use funds from
advance ticket sales to rent the place where the event will be held. If the event is
canceled some people will want their money back, but you may not get your whole
rent deposit back. Events that require a lot of front money can create a cash flow
problem in the organization if the need for this money is not taken into account.
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Repeatability

The best event is one that becomes a tradition in your community, so that every
year people look forward to the event that your group sponsors. Using this crite-
rion can save you from discarding an event simply because the turnout was small
the first time you did it. Perhaps you got too little publicity and only a handful of
people came. If each of those people had a great time and you heard them saying,
“I'wish I had brought Juan,” or “I wish Tiffany had known about this,” then it may
be worth having the event again next year. To decide if an event is repeatable, eval-
uate whether the same number of people working the same number of hours
would raise more money producing this event again.

Timing

You need to find out what else is happening in your community at the time you
want to hold your event. You don’t want to conflict with the major fundraising
event of a similar organization, nor do you want to be the tenth dance or auction
in a row. If you are appealing to a particular constituency, you need to think of
their timing. Farmers are mostly unavailable during planting and harvest seasons;
Jews will not appreciate being invited to a buffet on Yom Kippur; gay men and les-
bians may not come to a silent meditation scheduled during the Gay and Lesbian
Pride Parade, and so on.

The Big Picture

The final consideration is the place of the event in the overall fundraising picture.
If you find that the same people attend all your organization’s events as well as give
money by mail, you are “eating your own tail” and need to rethink how you are
using events. If you cannot seem to get publicity for your events or you are unable
to find an event to reach new constituencies, then maybe special events is not the
right approach. If after analyzing your donor base you decide that your organiza-
tion needs to increase its number of thoughtful donors, then you won’t do as
many events whose main purpose is acquisition. In other words, the results of spe-
cial events (new names, publicity, new volunteers) must be fed into the overall
effort to build a donor base or the effort of the event will have mostly been wasted.
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HOW TO PLAN A SPECIAL EVENT

Special events require more planning time than one would imagine. Because so
much can go wrong, and because many things often hinge on one thing so that
one mistake can throw off weeks of work, events must be planned with more at-
tention to minute detail than almost any other fundraising strategy.

The Committee for Special Events

There must be a small committee of volunteers overseeing the work for the event.
If an event is so complicated that it is unrealistic for volunteers to be able to man-
age (a conference, a giant gala, a multiday fair), then hire an event planner. Using
your own paid staff to plan and carry out a special event is not a good use of their
time. Presumably, this is not what they were hired to do, it is not their expertise,
and if you factor in the cost of their time on the event and the opportunity cost
of what they are not doing while they are working on the event, you will see
that your event is costing a much larger amount of money than the budget for
it indicates.

The job of the committee is to plan and coordinate the event, not to do every
task. After planning the event, most of the committee’s work is delegating as many
tasks as possible. Keep the committee to between five and seven people. Larger
committees are unwieldy and can be counterproductive. With a larger committee
planning the event, it is likely that the planning process will take longer, that the
committee meetings will be like special events themselves, and the committee
members will burn out and not want to help with this or any other event again. It
is also likely that a large committee will have only five real workers.

Each special event should have its own committee, although there can be over-
lap from one event to another. Special events are labor intensive, however, and peo-
ple need to have a rest period between events and a chance not to participate in
every one. The committee must have staff and board support, and everyone must
agree that the chosen event is a good idea.

Tasks of the Committee
There are three simple steps a special events committee should take to ensure the suc-
cess of the event: detail a master task list, prepare a budget, and create a timeline.
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Detail a Master Task List. On a piece of paper or a spreadsheet, create columns
with the following labels: What, When, Who, and Done. Under “What” list all the
tasks that must be accomplished. Include everything—even those things you are
sure no one would ever forget, such as “Pick up tickets at printer” or “Send invita-
tions to the board.” Every minute detail should be on this list. Under the column
“When” note beside each task when it must be finished. Now put the list into
chronological order so that you have a list of things that must be done and the
order in which to do them. Next, complete the “Who” column—to whom the task
is assigned, and note the date the task is to be completed under “Done.”

Putting this information on a computer-based spreadsheet means that each year
you can easily change it and that updates or parts of the master task list can be e-
mailed to anyone who needs to see them. However, people have planned events for
centuries without computers, so don’t feel that this step is essential.

Master Task List

What When Who Done

Prepare a Budget. On a piece of paper or in a spreadsheet program, make two
sets of three columns as shown on the following page:
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Event Budget

Expenses Estimated Actual
Item $ $
Item $ $
Item $ $
Total expenses $ $

Income Estimate Actual
Item $ $
Item $ $
Item $ $
Total income $ $

Net $ $

Look at the master task list. Put anything that will cost money in the column
marked “Expenses” and anything that will raise money in the column marked “In-
come.” When you have listed everything, subtract expenses from income to find
the projected “net income,” or financial goal, of the event. The budget should be
simple but thorough, so that all costs are accounted for and planned on.

As you budget, remember that an estimate is not a guess. If someone says, “The
estimate for food is . . ” or “The estimate for printing is . . .,” it means he or she has
called several vendors for prices, bargained, and is satisfied that the estimate will
be the price or very close to the price you will actually pay. As costs are incurred
they can be noted in the column “Actual” for each item. As much as possible, put
off paying for anything until after the event is over and be sure you work in can-
cellation clauses for rentals or other contracts. For example, if a hall rents for $600,
with $300 required as a deposit, try to reserve the right to cancel as close to the
date of the event as possible and still get all or part of that $300 back.

Ideally, of course, you will aim to get as many things as possible given as in-kind
donations, but don’t budget to get anything for free. Always put down a price in
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the budget. Estimating its cost will protect you in case you do have to pay for some-
thing you had planned to get donated, and it will also give you a cushion in case
you have an unexpected expense.

Create a Timeline. To ensure that you have thought of everything that should
be done and that you have allowed enough time to do everything, think backwards
from the target date of your event. If you want to have a dance the evening of Au-
gust 10, what would you have to do the morning of August 10? How about on
August 9? To do those things, what would you have to do in early August? What
would have to be in place by July 152 Work back in this way to the day you are
starting from. By this backward planning, the committee may find out that it is
impossible to put on the event in the time allowed. In that case they must either
modify the event or change the date. Thinking through each week’s tasks for the
timeline may also surface expenses you hadn’t thought of or make clear some
additional tasks. Add these to your task list and budget.

As you plan, remember to take into account that, although there may be ninety
days between now and the event, there may be only sixty working days because of
schedule conflicts, weekends, and so on. For example, if a number of your volun-
teers have children, you should check a school calendar to make sure you don’t
need anything done on the first or last day of school, during a vacation, or on com-
mencement day. Few organizations can have a New Year’s party as a fundraiser
simply because they cannot get anyone to work during the two weeks preceding
New Year’s Day.

Establish “go or no go” dates. On your timeline, you will notice that there are
periods of intense activity as well as lulls throughout the time leading up to the
event. The periods of intense activity, where several tasks must be accomplished
and each is related to the other (for example, design, layout, proofread, print, and
mail invitations) are called “task clusters.” These groups of tasks must be accom-
plished as projected on your timeline. The date by which each cluster must be ac-
complished is a “go or no-go” date. At those dates, evaluate your progress and
decide if you are going to proceed with the event or if you are too hopelessly be-
hind or too many things have gone wrong and you would be better off to cancel
or modify the event. Go or no-go dates are also set for when expenses will be in-
curred. The night before you send your invitations to the printer is a go or no-go
date because you will owe the printer the money whether you do the event or not.
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Once the committee has prepared the task list, the budget, and the timeline,
they are ready to assign tasks to other volunteers. When you ask volunteers or ven-
dors to do things, give them a due date that is sooner than the one in the “When”
column of your task list. That way, in the best case you will always be ahead of your
schedule; in the worst case—if the task is not completed—you will have some time
to get it done.

What Not to Forget
Here is a checklist of commonly forgotten items in planning an event:
+ Liquor license.

+ Insurance (on the hall, for the speaker, for participants). Contracts vary on this.
It often happens that a hall or auditorium is inexpensive because insurance is
not included but is required of the renting organization. A one-night insurance
policy or a rider on an existing policy can cost as much as $2,000.

+ Logistics of transporting food, drink, speakers, performers, sound equipment,
and the like to and from the event.

* Lodging for performers or speaker.
+ Parking: either in a well-lit lot or available on well-lit streets.

+ If there is going to be food: platters, plates, utensils, and napkins. Don’t forget
things like salt and pepper, hot and cold cups, cream and sugar.

* Heat or air conditioning: Is it available, does it cost extra, will you need to bring
your own fans or space heaters?

+ Receipt books for people who pay at the door or who buy anything sold at the
event.

Here are some questions you need to ask before the event:

+ Is the venue wheelchair accessible? Make sure that all rooms are accessible, es-
pecially the men and women’s bathroom doors, stalls, toilet paper dispensers,
and sinks. Sometimes a building will be labeled “wheelchair accessible” when
only the front door and one area of seating is actually accessible.

* Where and how to dispose of trash. Are there clearly marked recycling bins and
trash cans?
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+ Will you allow smoking? If so, where, and is that clearly marked?

* Does the invitation’s reply card fit into the return envelope?

Has everything been proofread at least five times?

+ Is the organization’s address, Web site, and phone number on the reply card,
flier, poster, invitation, everything else?

+ Is the event advertised on the Web site, can people buy tickets online, and is
there an announcement of it on your voice mail? Who should add the event’s
name and date as part of their e-mail signature?

+ Are the price, date, time, place, directions, and RSVP instructions for the event
on all advertising and on your Web site?

* Have you considered the necessity of child care or language translation?

* How safe is the neighborhood? Will women feel safe coming to the event alone?
+ Can you see and hear from every seat? (Sit in a number of seats to make sure.)
+ Who will open the room or building for you? Do you need a key?

+ Where are the fire exits?

* Do you know how all the lights work?

+ What has to be done for cleanup?

The Evaluation

The final step in planning a special event is evaluation. Within a few days after the
event, the planning committee should fill out an evaluation form like the one il-
lustrated on the following page. Save this evaluation, along with copies of the ad-
vertising, the invitations, and any other information that would be useful for next
year’s planning committee.

The evaluation will allow you to decide whether or not to do the event again
and will also ensure that the same number of people working the same amount
of time will raise more and more money every year. It should not be necessary
to create the planning documents described in this chapter more than once.
Once you have created them, every year a new committee can modify and add
to them, with each committee building on the knowledge and experience of
previous committees.
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Special Event Report (Evaluation Form)

Approximately how much time did the committee spend on this event? (In
evaluating time spent, try to subtract time spent fooling around, but be

sure to count time members spent driving on errands and speaking on the
phone.)

Did this event bring in any new donors?
How many?

Can people who came to this event be invited to be donors?

Did this event bring in new money?

Does this event have the capacity to grow every year?

What would you do exactly the same next time?

What would you do differently?

List sources of free or low-cost items and who solicited them, and indicate
whether you think these items will be available next year:

What kind of follow-up needs to be done? (such as thank you notes to
people who went out of their way to help, bills to pay, prizes to be sent to
those who weren’t at the drawing, tablecloths or platters to be returned to
those who loaned them)
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Which committee members did what work?

Which committee members would be willing to work on this event
next year?

Other comments:
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Making the Most of MinE.
Special Events

This chapter discusses two events: a house party and an annual dinner. It also
covers two important components of many events: a raffle and an adbook.
These four activities have been chosen because they are relatively easy to organize
in the sense that they follow a formula and taken as a whole, they demonstrate all
the principles of fundraising that are discussed in this book. An annotated glos-
sary of special events—a quick look at twenty-two events, their possible net in-
come, and the time it takes to organize them—can be found in Resource A.

HOW TO PUT ON A HOUSE PARTY

One of the easiest special events and sometimes one of the most lucrative is the
common house party. It seems ludicrous to describe how to do a house party, since
anyone who has ever put on a birthday party, school picnic, or anniversary cele-
bration, let alone a small wedding or bat-mitzvah, already knows most of what
there is to know about putting on a house party. However, because sometimes the
most seemingly simple events are fraught with pitfalls, I describe here both the ob-
vious and not-so-obvious details about giving a house party.

First, the basic definition of a house party: someone involved in a nonprofit
group invites their friends to a party at their house. The purpose of the party is to
educate the friends about the work of the nonprofit group and ask them to make
a contribution. The party is also a place for those attending to meet new people,
see old friends, and eat good food, so it sets up a cordial atmosphere for the re-
quest. Finally, a house party allows someone not familiar with the group to learn
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a lot about it, ask questions, and get some personal attention without being obli-
gated to give a donation. People can either give a very small gift or not give at all
without feeling embarrassed, and they can usually attend the house party without
having to pay to get in.

House parties are a useful venue for an organization to explain a complicated
issue to many people at once, allowing the audience to ask questions and get more
information. A house party can be used to see what questions friendly people may
have about an issue or strategy and thus help prepare the group for more hostile
audiences. It can also be a safe gathering for people to discuss an issue in a way that
a more public event would not be. House parties have been widely used over the
past many years to raise money for unions, peace and justice work, and gay and
lesbian organizing, as well as for hundreds of political initiatives and candidates.

In addition to providing an opportunity for explaining an issue, a house party
can be the venue for a group of people to meet someone famous or important or
who brings interesting information about the issue your group is working on. Re-
cently released political prisoners, journalists who have witnessed atrocities, aca-
demics discussing their research, or activists of various kinds can tell their story to
an audience that is then moved to help. The host describes what people can do to
respond (vote, give money, boycott, give money, demonstrate, give money).

No matter what else you ask people to do at a house party, ask them to give
money. It is the only thing they can do right on the spot, and it is usually the most
passive action, requiring the least amount of work. The final use of a house party,
which underlies all the other uses, is to expand the organization’s donor base.

There are five steps to putting on a house party:

1. Finding people willing to host a party at their house and take on other respon-
sibilities related to the event

2. Preparing the list of people to be invited

3.Designing and sending the invitation

4. Choreographing the event, particularly the pitch

5.Following up and evaluating

Finding the Host
The host of a house party has several responsibilities, the least of which is provid-
ing the house and the food. The host invites anyone he or she thinks might be
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interested in the organization or the topic being discussed. At the party, the host or
another person gives an appropriate description of the organization and the issues.
Then the host makes a pitch for money. Because the host is asking her or his guests
to join them in making a significant gift, she or he (or they) must have already made
a donation that is significant to them. Even if the host does not want to be the per-
son making the pitch (in which case the host introduces the person making the
pitch, such as a staff person or another board member), she or he must have the
conviction of having made a meaningful donation in order to be a credible host.

The ideal host is someone close enough to the organization to understand the
importance of the organization and to be willing to conquer their fear of asking
friends for money but not so close that all their friends are donors already. A major
flaw of house parties is that the same people attend several house parties for the
same organization. Those people may enjoy each party, but wind up feeling “nickel
and dimed to death,” and the donor base of the group is not expanded.

Who to Invite

Once someone has volunteered to host the party, the organization’s staff can help
that person decide who should be invited. A house party can have any number of
people, but it generally works best when there are at least twelve guests and not
more than fifty. Figure out how many people the house or apartment can com-
fortably accommodate. If you are planning a presentation, you will need to make
sure most of the people can sit down at that time. If the pitch is to be short, then
having enough seats will not be so important.

As a rule of thumb, you need to invite three times as many people as you want
to attend the party. There should be one person from the organization, such as a
board member, volunteer, or staff person, for every five to ten guests, so include
them in the numbers.

Obviously, start with the host’s friends. Don’t forget neighbors. Sometimes a
house party is also a way to meet neighbors. For example, a member of an organ-
ization working to end the death penalty had a house party at his apartment.
Knowing how emotional some people can be about this issue, he was nervous to
invite people he didn’t know well. Nevertheless, he decided to take a risk and in-
vite his entire apartment building. A neighbor from another floor, whom he had
never met, gave $2,500 that night!

Suggest that the host think about inviting people from their religious or spiritual
center, social clubs, work, and their relatives. Except for those people specifically
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invited to mingle and represent the organization, don’t include very many people who
are already donors. The exception is donors whose gifts you want to upgrade; in that
case, focus on those who could be asked to give more money than they currently do.

The Invitation

The invitation does not have to be fancy, and it can be printed at an instant-print
copy shop, so expense shouldn’t be an issue. Desktop publishing programs mean
that good-looking invitations can be turned out inexpensively. Many people are
comfortable using virtual invitations, such as e-vites, and know that their friends
and acquaintances are steady e-mail users. The only problem with e-vites is get-
ting people who are not able to come to send money anyway. With printed invita-
tions, an option is given for the person invited to send back a donation even if they
do not plan to attend. With virtual invitations, it is helpful if you can direct de-
cliners to a Web page that encourages making a donation.

Whether virtual or paper, the invitation should reflect something about the host
and the crowd being invited. This will make people want to attend. Whether your
invitation is serious or light, educational or assuming knowledge on the part of
the invitee, always include the following elements:

* An indication that people will be asked for money. “Bring your checkbook” is
the most direct way to make this known. You might also say, “Bring your ques-
tions and your checkbook,” or “Find out how your contribution can be instru-
mental in starting (or stopping, ending, creating, propelling, saving X).” One
lighthearted invitation said, “Of course, you'll be asked for money. Come any-
way. The worst thing that will happen is you'll have to listen to something you
don’t agree with, but you'll get free food!”

* A way for people to give without coming to the party. On the invitation’s return
card include the option, “I can’t come, but I want to help. Enclosed is my do-

nation.”

Encourage people to bring friends. Require an RSVP so you will know how
many people are coming.

Give people clear directions to the house. If finding the place is at all confus-
ing, draw a map. Include the phone number and e-mail of the host.

Send the invitation at least three weeks before the party so you have plenty of
time to hear from people and to make follow-up calls.
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Choreographing the Event

Where most parties fail is in not having thought through exactly how the event
will go. To avoid this danger, imagine yourself a guest at the event and play over in
your mind what will happen.

You walk or drive up to the house. Is it obvious where to park? This can be im-
portant if the host shares a driveway with people not attending the party, if there is
a hidden ditch near the house, or if the neighbors are the kind that are likely to call
the police about a guest parked too near the crosswalk. Is the house obvious? Is
there a porch light? Is there a sign saying, “Marvin’s house party here”? This is es-
pecially important in rural communities, where homes can be hard to see, and in
big apartment complexes where it may be confusing to find the right unit.

You come into the house or apartment. Is it obvious where to put your coat? If
not, someone needs to be stationed at the door to provide that information. Ditto
for the bathroom. Is there a place where people will sign in and pick up literature
about the group? There should be a guest book for everyone to sign their name,
postal and e-mail addresses, and phone numbers.

You look around for people you know and make your way to the food. Is there
a traffic jam at the food table? Pull the table out from the wall so people can serve
themselves from all sides of it. Put the drinks on a separate table removed from the
food table to force people to move on from the food or from the drinks. If possible,
have several small platters of food rather than two or three large platters. Are the
plates big enough? You don’t want people to have to come back for five helpings
to feel satisfied or to stay hungry because they are too embarrassed to keep going
back for more food. People returning to the food table creates a traffic jam; peo-
ple feeling hungry or frustrated creates a non-money-giving atmosphere. If the
house allows it, there can be several food tables in different rooms serving different
kinds of food. Serve things that are easy to eat while standing up—finger food
rather than items that need a fork and knife. Don’t serve anything that would be
a disaster if spilled (such as red wine on light-colored carpeting, chili on the beige
couch).

Once you get your food, you look for a place to sit. Are there enough chairs?
Make sure no chair is sitting alone or obstructing people coming in and out of the
entrance or the bathroom or kitchen. When you are done with your food, where
will you put your empty dish? Make sure there are several trash cans around for
disposable dishes and utensils, an obvious table or plastic tub for dishes needing
to be washed, and a container for recyclable beverage bottles and cans.
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TWO HOUSE PARTIES FOR ONE GROUP

An organization of Catholics advocating the ordination of women had
two house parties. Each party was geared to a different audience; every-
thing from the invitations to the pitch reflected that difference.

One party was given by three Catholic nuns who live in a group house.
They invited other sisters as well as people from their local parish
who they thought would share their belief that women should be able
to be priests. These women are well known in the community for being
outspoken and courageous. Most of the people they invited were
Catholic. Their invitation was on a standard sheet of paper, on the top of
which was the slogan, “If you won't ordain women, don’t baptize them.”
Further down was a description of the group, the list of the party’s hosts,
and the date, time, and place of the event. The page concluded with,
“Eat, drink, and bring your checkbook.” It was simple, direct, and ap-
pealed to a group of people who were familiar with the issues.

At the party there was no formal presentation aside from the pitch.
The party attracted about fifty people, raised a little over $1,500, and
signed on twenty new members. Almost everyone attending made a do-
nation.

The second house party was given by a married couple who are mem-
bers of the parish and active in the organization. They invited people
from their workplaces (the husband works in a shelter for homeless
people, the wife for a public interest law firm handling mostly sex-
discrimination cases), from other churches, and neighbors. Most of those
invited were not Catholic and some were probably not religious. Many
have been active in women'’s organizations. Their invitation was done in
a card format, with a quote from one of Paul’s letters in the New Testa-
ment on the front: “In Christ there is neither male nor female, Jew nor
Greek . .. all are one.” The inside described the organization and invited
people to hear a talk about the history of women in the Catholic church
and the importance to the women’s movement of the push to ordain
women. The speaker was one of the nuns who gave the first party.
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More than forty people came to this party. Many asked difficult ques-
tions about the priority of this effort in light of the many needs of
women, the point of being ordained into a patriarchal and hierarchical
church, why the women didn’t seek ordination in a different denomina-
tion, and so on. The discussion was lively and sometimes heated. At the
end, the wife of the couple explained her commitment to this cause and
asked everyone to join her and her husband in giving $100 or more.
Twenty people gave $100 or more, including one new donor who gave
$1,000; another ten people gave less than $100. The total raised was
$3,100. Of the thirty people who gave, twenty-five had never given to
this organization before. About a dozen people did not give at all, but
the hosts reported that several of them gave later and that the party had
been important in raising consciousness on the issue.

The Special Moment: The Pitch

Everything at the house party should be built around the pitch. Make arrange-
ments ahead of time with at a couple of people so that when the host says, “I hope
you will make a donation,” they pull out checkbooks or hand over checks to mem-
bers of the organization. They don’t have to be ostentatious about it, but a few peo-
ple have to break the ice and show that this is the time to give money.

Some people object to this practice, claiming that it is both manipulative and
imposes too much pressure. However, a little more thought will show that it is the
considerate thing to do. Few people have the self-confidence to be the first to do
anything. When the host asks for money, many people are prepared to give, but
everyone has a brief attack of anxiety, “Perhaps this isn’t when you give the money,”
or “Perhaps I am the only person in the room who believes in this cause,” or “Per-
haps everyone else already turned in their money and I will look odd if I give my
money now.” Having some people go first gives permission for everyone else who
wants to give to do it now. Much like ushers at plays who show you to your seat
without being asked or clerks in clothing stores who hand you the appropriate ac-
cessory (without you having to reveal that you wouldn’t have known what to put
on with that outfit), the people who make the first donation show that giving is
the right thing to do at this time.
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Time the pitch so that the most people will be present when it is made. This is
usually forty-five minutes to an hour into the party. The host calls for people’s at-
tention. The members of the organization discreetly get envelopes ready and the
“plants” space themselves around the room. The host introduces himself or her-
self and welcomes everyone. If there is a presentation, the host introduces the pre-
senter. (If there is more than one host, such as a couple or a group, they should
take turns talking so it is clear that both or all are involved.)

After the presentation, the host should be the one who gives the pitch. If the pre-
senter is a famous person or somehow special to the work of the group, that person
can sometimes make a formal request for money, followed by the host saying, “I hope
you will join me in helping this important cause.” It doesn’t matter if the host is nerv-
ous or doesn’t like asking for money. Your proceeds will be reduced by at least half
without a pitch—or at least a strong indication of support—from the party sponsor.

Sometimes people argue that doing the party—loaning the house, arranging
for the food, giving the time—should indicate the host’s interest. Indeed it does.
It shows that the host helped save the group the cost of renting a conference room
at a hotel. But in order for the guests to give money, the host must also say that he
or she gives money and wants anyone who agrees with him or her to do the same.

How the pitch is made determines how the money will be collected. This is also
decided ahead of time. The best way to get the most money at the party is to pass
around envelopes immediately after the host speaks. If you would prefer, the host
can say, “Please put your donation in the basket over there,” and point to a place. Or
the host can say, “You can hand me your check or give it to any of the people wearing
a Youth Now T-shirt.” In any case, tell people how and when to give the money.

After the pitch is made, the host should remain standing in front of the group
and give people a few moments to write their checks. A very effective method is to
say, “Let’s just have a moment of silence right now so that everyone can write a
check or make a pledge. For those who have already given, just sit quietly for a mo-
ment while everyone else has a chance to catch up with you.” Then wait a minute
and say, “When you have finished writing your check and putting it in the enve-

>

lope, pass it to . ..” and then tell people whom to give their envelope to. This
method ensures that no one who wants to give will leave without making a gift but
gives those who do not wish to give a way to sit quietly without being embarrassed.

House parties often fail at the moment right after the pitch. For example, at one

house party the host said, “I hope you will all think about making a gift to this
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group, which is my favorite.” Then, without missing a beat he said, “Now that the
fundraising part is over, eat up and drink up! Let’s have fun.” People did exactly as
they were told. For a few seconds they thought about giving a gift, then headed for
the food. No envelopes were present, and no method of collection was obvious.

At another party, the hosts showed a videotape about the group, then took the
tape out of the TV monitor and went into the kitchen. People sat around chatting
about the tape, then got up to get drinks and food. After a while, the hosts re-
emerged and went on with the party. People could be heard asking, “Are we sup-
posed to give money?” or “What are you supposed to do with the money?” Perhaps
out of fear of being rude, they did not ask the hosts.

In those cases, the parties raised almost no money and left people feeling that
house parties are a waste of time. They are if not done properly.

Evaluation and Follow-Up

After each party, take some time to evaluate what went well and what could have
been done better. Particularly if you have a regular presentation, think about the
length, the relevance, how to get a discussion going, and so on.

Be sure to write thank you notes to everyone who gave money, and put those
people on the organization’s mailing list. If the host failed to make a pitch, then
immediately send the guest list an appeal letter. If people gave, go over the list of
donors with the host and if there are people missing from it who the host thinks
would have given but didn’t take the opportunity or forgot, he or she should call
them. If the host does not want to make those calls, then send them an appeal let-
ter as soon as possible.

Like all fundraising strategies, house parties only work if someone actually asks
for the money. Otherwise a house party is just a party—fun but no funds.

THE ANNUAL DINNER

In Chapter Eight, I said that one of the criteria to consider in choosing an event is
that the event is repeatable. Many organizations find that creating an event that is
associated with them and occurs every year is the most lucrative way to use the
strategy of special events. This annual event becomes their signature event. They
may or may not do other events during the year, but they will always do this one.
A relatively easy and malleable signature event is the annual dinner.
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An annual dinner is a banquet generally held at a hotel or other venue that can
accommodate a large number of guests. During the dinner, the organization pres-
ents a short program of some sort. The program often honors someone or
presents a speaker, comedian, or singer, and certainly includes bragging briefly
about the group’s accomplishments. The dinner may include a silent auction or
dancing afterward, but the main reason that people come is that they have come
every year. Many of the people who come know each other. They bring new friends
with them and have the most fun when the program is brief and the time for
mingling and eating is long.

An annual dinner takes two or three years to really reach its stride, but it is
worth the investment. The first year people close to the group come and have a
good time. Perhaps there are only fifty people at the dinner. The next year, many
of them bring friends and the ranks grow to one hundred, the following year to
one hundred and fifty, then two hundred. When the event draws an audience of
two hundred to three hundred people, it does not need to grow and does not need
to rely on all of the same people coming back every year. There are dozens of grass-
roots organizations that have five hundred people come to their signature event:
some come every year, some every two years, some have come once but continue
to give to the event, some always bring friends, others always say they are going to
come and don’t show up, but in all cases the event is noticed.

A really well-organized annual dinner takes at least six months to plan. Itis a
lot of work, but the work is predictable and generally proceeds in the following
pattern.

Form an Annual Dinner Committee

Identify four or five volunteers who will shepherd the event. They will set a date for
the event and prepare the master task list, budget, and timeline detailed in Chapter
Eight. The ideal members of the committee include at least one or two volunteers
who have organized an event of comparable complexity in the past. It could have
been a small wedding or commitment ceremony, the grand opening of a business,
or something similar—it does not have to have been for a nonprofit, but it should
have been a large event with a lot of details. People with this experience know the
importance of keeping on schedule, and they expect that some things will not go
according to plan so they are able to be flexible and solve problems quickly. In ad-
dition, people on this committee need to be able to spend weekday time on the
event: making calls, visiting venues, interviewing caterers, and the like.
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If the income stream for the event includes other mini-events, such as a raffle or
adbook (described later in the chapter), silent or live auction, or reception ahead of
time, the committee will need to form subcommittees to take care of each of these
components. In other words, the dinner committee will serve as the master or over-
sight committee; then there will be an adbook committee, a raffle committee, and
so on. These subcommittees operate fairly autonomously, but they must be included
in the overall planning so that they don’t step on each other’s toes in arranging prizes,
underwriting, or auction items, and they must coordinate their work with the de-
signer and the printer for all the different components. The first year of an annual
dinner there should be no more than one other component in addition to the dinner.

Recruit Volunteers
Once the master committee has completed the task list, budget, and timeline, and
the board of directors or whoever has the authority to do so approves those items
(a process that can take a full month), they are ready to begin recruiting the small
army of volunteers that will ensure a successful event. If the event is well organ-
ized and the master committee has recruited enough volunteers, the process of
working on the event will be fun, which will guarantee that at least some of the
committee members will be willing to serve the following year.

This army of volunteers will be recruited to serve on one of the following five

committees:

Honorary Committee. This is a group of people who actually do very little.
They are well known in the community you want to attract to the event, and they
lend their names to give interest and credibility to your event. You can use their
names on your invitation and possibly in soliciting gifts. Honorary committee
members also make a donation to the event (usually significant, such as buying a
large ad or a table) and give the event committee names of people or businesses
who should be invited to buy tickets, tables, or underwrite the event in some way.
Often, members of the honorary committee don’t come to the event, and that
should not be a requirement.

Publicity Committee. This small committee of two or three people is in charge
of publicizing the event in all media. Media obviously include your Web site, radio,
newspapers, and possibly TV, but this committee also needs to think about where
your constituency gets information about what is going on in their community.
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Church bulletins, posters at every Laundromat and supermarket, and announce-
ments at service clubs or union meetings can often attract more people to the event

than newspaper coverage.

Arrangements Committee. This committee is in charge of the many details
that make or break an event: food, drink, flowers, valet parking, sound systems,
child care, translation, and the like. They work with the master committee to iden-
tify what arrangements they are in charge of, and they should not be seen as a
catch-all committee to do whatever other people don’t want to do.

Materials Committee. This committee is in charge of writing and designing
the invitation and any other materials required for the event, such as a program,
posters, fliers, and so on. Having one committee take care of all materials ensures
a uniform look and message.

Invitation Committee. This committee is responsible for getting all the lists
for the invitation and getting it mailed in a timely way. They generally are not in
charge of designing the invitation.

Sponsorship or Underwriting Committee. This committee is in charge of
soliciting businesses, corporations, or even major donors to buy a table or pay a
chunk of the event’s cost in return for having their name prominently displayed
at the event.

Clean-Up Committee. This committee is responsible for bringing or locating
garbage bags and trash and recycling receptacles after the event is over and know-
ing where the cleaning tools—brooms, mops, cloths—are kept or providing them.
They are responsible to put chairs and tables away, return platters, vases, and the
like to their rightful owners and to know what the rules of the venue are for ade-
quate clean-up. Because there is generally a cleaning and security deposit involved,
someone from the master committee will want to be on this committee.

In addition to all these tasks, the master committee may want another small
group to handle all the logistics for the night of the event—decorations, registra-
tion, seating, problems.

Balancing having enough committees to get the work done with not having so
many that they are impossible to keep tabs on is a constant struggle. Building in
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regular reporting times and deadlines helps a great deal, as does having the com-
mittees be as small as possible while still able to get the work done.

As your event grows, you will want to consider hiring an event planner to take
the place of some of the volunteers and to coordinate others. A good event plan-
ner is well worth their fee, and it is a much better use of money to hire such a per-
son than to rely on your already overworked staff to pick up any pieces the
volunteers weren’t able or just did not do. Using staff on these kinds of events is a
hidden cost but a real one.

Get the Money Ahead of Time
The ideal event is paid for and the cash is in hand well before the night of the event.
Sponsors have sent in checks, attendees have sent in money for tickets, adbook ads
are paid for, and so on. Any money that is raised the night of the event is extra.
That way, if something goes wrong the night of the event, such as an earthquake,
hurricane, or chemical spill, you may be able to negotiate keeping most of the
money you have raised even if you have to cancel or postpone the event. If some-
thing goes wrong at the event—the master of ceremonies is ill, the speaker can’t
be heard because the sound system is bad—you can apologize and continue with
the event without worrying that people aren’t going to pay.

The most important thing is to have a lot of decent-quality food and drink. If
people have enough good food to eat, they will generally be satisfied.

The Day of the Night of the Event
On the day of the event, the master committee and a representative from each sub-
committee meet together and review the master task list, which has now become
the master checklist. These lists should be almost grimy because of how often they
have been reviewed, added on to, and modified. The purpose of this meeting is to
walk through the event one last time to make sure every detail has been thought
of. From the point of view of someone attending, what does the event look like?
The person arrives at the venue. Parking is clearly marked or easy to find. When
she enters the venue, there are signs pointing her to the event. She checks in at a
table where four or five people keep the process brief and the lines to get in short.
The check-in sheet shows that she has paid and that she has asked to sit at the
Morgan table. The check-in person welcomes her warmly, tells her where the Morgan
table is, and invites her to go to the drink table and enjoy some hors d’oeuvres.
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Once she has her drink, she can stop by a literature table nearby, where she
can chat with a person staffing the table about what good work the group does
and buy a T-shirt or a raffle ticket, if a raffle is part of the event. Once she and
most people are seated, but before the dinner begins, board members circulate and
greet people. They introduce themselves to people they don’t know and thank them
for coming. They point out the program books (which are really adbooks) at each
place.

The master of ceremonies (MC) introduces himself or herself, welcomes peo-
ple, gives a brief overview of the program, and tells people how they will get their
food. Either people are served at their table or—more often and less expensive—
they serve themselves from a buffet. The MC points out the buffet lines (of which
there are at least four) and where to get drinks. With a really big crowd, it is best
to call people up table by table.

The food is served efficiently and the Morgan table is impressed. As they are
finishing and their plates are being cleared, the program begins. Everyone who
needs to use the microphone knows how to work with it, as they have been shown
ahead of time. The program is entertaining, moving, and concise. There are no
long gaps between the time someone’s name is mentioned and when they arrive
at the stage because a stage manager is constantly cueing people. A discreetly placed
timekeeper sits in a front table and cues speakers with signs that say, “Five Min-
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utes,” “Two Minutes,” and “Stop Now.” None of the guests know that there is a Stop
Now sign because no one has had to use it.

At the end of the program, the MC or other designated person gives a pitch for
more money. Envelopes are on each table along with the adbooks, and people are
encouraged to make an extra donation right then and there and turn it in to the
people circulating with baskets. (Depending on the nature of the event and how
much people have paid to get in, the pitch can raise an additional sum of a few
hundred to a few thousand dollars.) At the end of the program, people are en-
couraged to get dessert from the buffet table and to stay and have fun. If there is a
raffle drawing, that happens after dessert; if there is a silent auction, successful bid-
ders are announced at the end of the program. Many people leave shortly after the
program, but a critical mass stay for quite a while longer, talking and having fun.
Finally, as all plates, food, tablecloths, and so on are cleared away, the last of the
crowd leaves. The clean-up committee does whatever needs to be done and the
event is over.
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If the walk-through looked like that, you have thought of everything that can
be thought of. If as you walked through you realized you had not built in a time
for dessert to be served or did not have a designated timekeeper, you have time to
take care of those details.

The committee in charge of the event evening arrives at the site at least two
hours early. They help with putting up decorations, placing adbooks and contri-
bution envelopes on each table, and taking care of any other details that can only
be taken care of right before the event.

If the group is as prepared as I have recommended, even if something happens
at the event that you have not prepared for, there are enough of you to figure out a
plan. If you are running out of food, you will notice ahead of time and race out
and buy some more. If you have a shortage of chairs, you will go around asking all
board members and staff to give up their chairs and you will try to borrow more
chairs from a nearby place. You have close to two dozen people who have put a lot
of time and effort into this event. They will help, as will people attending.

After the Event

Shortly after the event, write up a final report as recommended in Chapter Eight.
Count your income and pay your bills. Write thank you notes to everyone who
did anything to help and take yourselves out for a nice meal to celebrate a job
well done.

HOW TO DO A RAFFLE

A common, easy, and fun way to raise almost any amount of money is a raffle. Al-
most everyone is familiar with raffles, having bought tickets for them, perhaps even
won a prize in one.

Because raffles are so common, most people don’t realize that they can be com-
plicated; when you are organizing a raffle, you can make your life more difficult
by not paying attention to the myriad details that a raffle involves.

The first fact to keep in mind is that raffles have to be organized carefully so
that they don’t violate gambling laws. Although laws against raffles are rarely en-
forced, it is important to organize your raffle so that you are within the bounds of
the law. In addition to federal and state laws, you need to find out the laws in your
own community. Don’t think that because you are a nonprofit you are exempt.
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Sometimes you will need to register with the sherift’s department; in some towns,
laws against raffles are strictly enforced and you simply will not be able to do one.
In this section I discuss how to set up your raffle so that you will be within the laws
of most states. Ironically, but perhaps not surprisingly, states with their own lot-
tery tend to be more likely to stop a raffle from taking place than states without a
lottery.

Raffles basically appeal to people’s desire to get something for less than it is
worth. Your organization gets some gifts donated, which are used as the prizes.
These gifts can vary from straight cash to services such as childcare for an evening
or having your windows washed, to adventures such as trips or products such as
microwaves, VCRs, and so forth. Generally, there are five to ten prizes, one of which
is a grand prize. Tickets are sold for somewhere between $1 and $10 each. Many
more tickets are sold than prizes available, so a person’s chances of winning are
small. At an appointed day and time, all the tickets are put into a barrel or other
container, stirred up, and a neutral person (such as a small child) draws out the
winning tickets. The organization makes money from the number of tickets sold.
There is no other source of income in a raffle. The costs can be kept low; ideally,
the only costs are printing the tickets and getting the prizes to the winners. As a
result, most of the income is profit.

There are three parts to a successful raffle, each requiring three steps.

Organizing the Raffle

Step 1: Get the Prizes. Bring together a small committee of two or three peo-
ple to decide when the raffle will be held and what the prizes are going to be. It is
helpful if the prizes have a theme, such as vacations, services, household, or restau-
rants. Make a list of all the vendors who might give you a prize and list specifically
what you want from them, such as dinner for two, a weekend at a vacation cabin,
and so on. Remember that people who own small businesses, particularly those in
storefronts, get asked to donate raffle prizes a lot. They may have policies against
doing it; they may donate to five charities and are not taking on any more; they
may be having a hard time in their business and not be inclined to give you any-
thing. Have three times as many places to seek prizes as the number of prizes
needed.
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The small committee then goes out and solicits the prizes. Be sure to stress to
each merchant how many people will see the tickets, how much other publicity
you are going to do, that you will not ask for another item this year, or whatever is
true for you. Merchants must think about how giving your organization an item
is good for their business, and you must help them in that thinking.

Once the prizes have been obtained, the small committee goes on to manage
the rest of the details of the raffle.

Step 2: Get the Workers. While you are soliciting prizes, start calling your vol-
unteers to ask how many tickets they are willing to handle. Some people hate raf-
fles—don’t push them into taking tickets; they will resent it, and probably won’t
sell their tickets. Recruit people who work in large office buildings or unions, or
who have large families or large circles of friends. Offer a prize for the person who
brings in the most money for the raffle.

Keep track of who said they would distribute tickets. Raffles are a good oppor-
tunity to get some peripheral people involved, so don’t just go to your reliable vol-
unteers who already do everything else. Ask each person if they know someone
who would be good at selling tickets. People’s spouses or lovers, neighbors, busi-
ness partners, and other acquaintances can be recruited for this effort.

Step 3: Get the Tickets. Once they have the prizes, the committee decides
which prizes will be the grand prize, the second prize, and so on. They decide on
the date of the raffle drawing. Raffles should go on for at least one month and can
go on for up to six months without losing momentum. The ideal time for a raffle
is two to three months.

Printing the tickets requires attention to detail. (See illustration for the points
discussed.) First of all, it is with the tickets that groups usually run afoul with the
law. This is because raffle tickets cannot actually be sold. We speak of “selling” tick-
ets, but technically, what we should say is that the ticket is free but a donation of
$1 (or whatever the amount) is requested. In principle, someone can ask for a free
ticket and not give you any money. If you were to turn down that request, it would
be clear that you are selling the ticket, and that is against the law. In this chapter I
refer to selling the tickets because that is the common shorthand; however, keep
in mind that we are not truly selling anything.
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Raffle Ticket
z ANNUAL ACTION RAFFLE
o
5 Suggested Donation: $1.00 ticket, 6 for $5.00
<«5 Grand Prize: Videocassette Recorder (CVCR-VHS)
. o
'L\ef = Second Prize: $200.00 Cash
=
-% Third Prize: Microwave Oven
g Fourth Prize: $50.00
= o 4
S A benefit for ACTION, a nonprofit organization helping people
g DRAWING: December 10, 2006, San Francisco
L
_E Need not be present to win.
=4
8 Winners will be notified by mail. Free ticket available on request.
3 Q
8 é A list of winners available with SASE.
{B P [~ Z
3 5] § " = Write ACTION, Street, San Francisco 94110
s E 3 & % =
s S 25 & 3 No. 4467

You must print on the ticket how a person can get a free ticket and that a list of
winners will be available, which helps ensure that the prizes are actually awarded.
To increase sales, indicate that the donor doesn’t have to be present to win.

The tickets must be numbered so that they are easy to keep track of. Although
it costs more to have the printer number the tickets, it is worth it. Many organiza-
tions try to save money by not having numbered tickets or by numbering the tick-
ets themselves. This is a foolish use of time. It is also critical that the ticket stub be
perforated so it can be easily separated from the body of the ticket. Don’t save
money by printing cheap raffle tickets. Your volunteers will not distribute them as
easily, and donors will be reluctant to give their money when the ticket does not
appear properly done.

Not all printers can print raffle tickets. Find a printer who can, even if you can-
not use your regular printer. Needless to say, seek to have the printing donated, but
don’t scrimp on print costs. They should be your only cost.

Notice in the illustration that the seller is asked to sign his or her name on the
ticket stub. This is another incentive that you can build into your raffle: giving a
prize to any person who sold winning tickets. You are obviously more likely to win
such a prize if you have sold a lot of tickets.
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To promote the organization, offer people a box to check to get more informa-
tion about the group’s work. If you do make such an offer, be sure you go through
every ticket as they are turned in or after the drawing and send information to
those who checked the box.

To know how many tickets to print, add up how many tickets the volunteer
workers are willing to take and note what your goal is for the raffle. You may have
to recruit more volunteers, which usually isn’t hard to do once the raffle is under
way. Always print at least two hundred more tickets than your financial goal, be-
cause some tickets are bound to be lost or mutilated.

One final word concerning the law: many groups send raffle tickets to possible
donors through the mail. This is against postal law and, if caught, your letters will
be sent back. If you send the tickets by bulk mail, you risk having your bulk mail
permit revoked. In any case, raffles are not mail appeals. If you want to use the
mail to raise money, do so, but do not combine raffle sales and mail appeals.

“Selling” Tickets

Step 4: Distribute and Keep Track of the Tickets. Make a list of everyone sell-
ing tickets and the numbers of the tickets they take. Keep track of the tickets as they
are returned. Have a date by which the tickets and the donations are to be turned in.

Step 5: Encourage the Workers. E-mail or call your volunteers at least once a
week to see how they are doing with their tickets. Remind them of the deadline and
to send in their stubs and donations (rather than sending cash through the mail,
they might want to substitute their own check and keep the cash). To encourage
competition, tell them who is winning the “most tickets sold” prize so far. The job of
the small committee is not to sell tickets but to keep other people selling them.

A raffle works best when organized like a pyramid, with the most tickets being
sold by a large number of workers and the smaller number of workers distribut-
ing the tickets to others. Raffles fail when there are not enough people out selling
tickets or when the people who take tickets don’t sell them. Be sure to have a lot of
people selling tickets and keep reminding them of due dates, praising those who
are doing their job, and encouraging those who aren’t. Every volunteer ought to
be able to sell a minimum of twenty-five tickets. Most people who live in a town
or city can sell fifty tickets in two or three weeks with no difficulty. Some people
will be able to sell one hundred or more in one or two months. If you have a prize
for the person who sells the most tickets, you may find some of your competitive
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volunteers really sell a lot of tickets. For example, a rural community in Northern
California has a huge event once a year called “Western Weekend.” The teenage girl
who sells the most tickets becomes the Queen of the event, leading teens to sell
hundreds of tickets in a community of less than 2,000 people plus tourists.

Step 6: Set Up the Drawing. Some organizations hold the raffle drawing as
part of another event, such as a dance or auction. You don’t need to have another
event—it is fine to have a small party for all those who worked on the raffle and
who sold tickets and do the drawing there. The drawing is held on the date printed
on the ticket. If you have good food and drink, the drawing is a celebration and a
reward for a job well done as well as a way to ensure that all the sold tickets are

turned in on time.

Wrapping Up the Raffle

Step 7: Round Up the Tickets. Surprisingly, most people find the most difficult
task in a raffle lies not in getting the prizes and not in getting the workers, but in
getting the tickets and the cash back.

Some volunteers will be careless with their ticket stubs, or they will return stubs
and promise cash later or claim to have sold tickets when they really haven’t. If you
have encouraged people to turn in money and stubs as they go along, you will have
less difficulty than if you wait until just before the drawing. Final submission of
stubs and cash—as well as unsold tickets—should be due at least three days, and
preferably five days, before the drawing. That way, you can ensure that you have
all the tickets accounted for well ahead of time.

Getting stubs and cash in during the course of ticket sales helps deal with the
problem of all the transactions being in small amounts of cash. Someone sells three
tickets to a coworker, puts the stubs and dollar bills into their wallet, then goes to
lunch and uses that cash for lunch without thinking. Later, they turn in more stubs
than cash; without a careful record keeping system, this error might not be caught.

Another advantage of getting ticket stubs in well ahead of time is that some
donors try to make their stub into the winning one by bending down a corner,
sticking something on the back, or tearing it nearly in half and then taping it to-
gether. Workers will sometimes fold ticket stubs or spill stuff on them. These stubs
cannot be used, and new stubs must be written. This is one of the uses of the two
hundred extra tickets. For the drawing to be fair, the stubs must be as uniform as
possible.

Fundraising for Social Change



Step 8: Hold the Drawing. When the time has come to hold the drawing, get
a big box or barrel for the ticket stubs. To guarantee neutrality, have a small child
or blindfolded adult do the actual drawing. Be sure to mix and remix the stubs
thoroughly after each prize is drawn. Start with the least-valuable prize and work
up to the grand prize.

After the prizes are drawn, announce the prizes for top salespeople and award
these. Many organizations give several prizes to their salespeople. In addition to
the person who sold the most tickets, they award a prize to the person who got the
most prizes donated, the person who got the most other people to sell tickets, the
person who sold the most tickets in a week or to a single person, and so on. Hav-
ing a lot of prizes for salespeople is a good motivator for those who are competitive
during the selling process and a nice reward at the end.

After the drawing, sort through the tickets for people who checked that they
were interested in getting more information about your organization, if you haven’t
identified them as the tickets came in. It can be labor intensive to sort through the
ticket stubs to identify just the people who checked that box. However, this is an
easy way to get hot list and is worth the effort.

Step 9: Send Out the Prizes and Thank You Notes, and Evaluate. Arrange
for the winners to get their prizes, either by picking them up at your office or re-
ceiving them in the mail. Send thank you notes to each person who sold tickets
and to all the merchants and others who donated prizes.

Make a final count of your money. Note how many tickets were unsold, where
the problems were with the workers, the merchants, the tickets themselves, and so
on. Create a file with all the information about the raffle, including lists of win-
ners, people and businesses donating items, and volunteers. Add notes about tim-
ing and other issues. Next year, it will be much simpler to do the raffle if a
committee can pull up this file and benefit from the previous year’s experience.

ADBOOKS

An adbook provides a way for your organization to raise money from businesses
and corporations by selling them advertising space in a booklet, program, menu, or
other printed item that will be distributed to people who are coming to an event.
Businesses whose owners may not care about the issues you represent may still buy
an ad because they know your constituents will be likely to patronize the businesses
that advertise in the adbook. Further, businesses are more likely to take out ads in
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an adbook than to make an outright donation to an organization because the cost
of an ad can be taken as a business expense, which offers a higher tax deduction
than a charitable gift.

Adbooks are a superb fundraising strategy if they are done well and on a regular
basis. Some organizations use sales of ads as a way to underwrite conventions, lunch-
eons, concerts, or any special event where a program or printed agenda would be ap-
propriate. Adbooks are lucrative because the business buying the ad is paying anywhere
from 200 to 1,000 percent more for the space than its actual design and printing cost.

An adbook can be as simple as a folded sheet of paper with ads on both sides
or as complex as a full-scale paperback booklet printed in color. An adbook can
also include coupons.

One advantage of adbooks as a fundraising strategy is that the process of solic-
iting ads helps train volunteers to ask for money face-to-face while giving the
donors a concrete value for their money. Some volunteers who are reluctant to ask
for outright monetary donations are willing to approach businesspeople to buy
ads. They know that businesspeople want and need to advertise and that they are
always looking for creative ways to reach more people. The advantage to the ad-
vertiser is that the cost of space in your adbook is always less than the cost of an
ad of comparable size in a newspaper. Even though a newspaper reaches more peo-
ple, if the advertiser’s goods and services are particularly useful to your audience,
your adbook reaches more targeted prospects. Further, increased public awareness
about corporate responsibility has created a large group of consumers who prefer
to buy from businesses and corporations that are perceived to be involved in the
community. Numerous studies show that a customer will choose a product made
by a company that supports nonprofits over a similar product from a company for
which that information is not known. To appear in an adbook is good business,
particularly if that adbook will be seen by a large number of people.

There is one caution with adbooks: sometimes the IRS counts adbook income
to a nonprofit as unrelated-business income and charges tax on that income,
known as unrelated-business income tax or UBIT. Unless your adbook is very lu-
crative and you do an adbook frequently, you are unlikely to run afoul of the IRS
for income from an adbook. Unrelated-business income tax is much more com-
monly levied on ads that appear regularly in nonprofit groups’ newsletters.

Like all fundraising strategies, an adbook requires careful advance planning.
The first step is to plan the distribution of the adbook, what the book will look
like, and the cost of the ads.
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Distribution and Design
If you are planning an adbook for a special event, the distribution will be simple:
all those attending the event will receive one. However, if the adbook is to be dis-
tributed more widely, you need to decide how you will get it out: will you send one
to all your donors, put stacks of them in stores, hand them out in your neighbor-
hood to people on the street, or use some other distribution strategy? Your distri-
bution plan may influence businesses in their decision of whether to buy an ad.
In order to sell ads, you need to know what shape and size the adbook will be
so you can determine the size of the ads and their price. The final number of pages
will depend on the number of ads you sell.

Pricing Ads

There are no set formulas for determining how much to charge for ads. Check with
other groups in your area that have done successful adbooks and see what they
have charged. The price of the ads will depend in large part on how widely your
adbook will be distributed and how elaborate it will be. If it is being given out to
two hundred people, ads will be less expensive than if three thousand people will
get one. If it is printed on glossy paper or in color, the ads will cost more than if it
is simply printed in black and white on regular paper. There should be some vari-
ation in price between ads on the inside cover of the adbook and those on inside
pages. Cover-page ads (including those on the back cover and the two inside cov-
ers) are usually at least twice the price of ads within the book because the expo-
sure is so much better. Some groups charge more for ads in the centerfold as well,
since they too will have more exposure.

The ads are sold either by dimension in inches (display ad) or by the number of
words (classified ad). A display ad is prepared by the advertiser and sent to you ei-
ther in hard copy or as a digital file; in either format, it should be camera ready—
that is, ready to go to the printer. (If you give people the option of sending you
copy that you design for a display ad, you can charge a design fee that covers your
cost and gives you a small added profit.) For a classified ad, the advertiser sends the
ad copy and you have the message designed for inclusion in the book. Display ads can
be sold in full-page, half-page, one-third page, one-quarter-page, and sometimes one-
eighth-page sizes (depending on how big one-eighth of a page would be). Some groups
choose only to have display ads so that they will not have to design classified sections.
People pay proportionately more for smaller ads than bigger ones because it is much
less work for you to solicit and produce two dozen big ads than fifty small ones.
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It is a good idea to give businesses and individuals the option of buying a sin-
gle line in your book and listing those advertisers as friends or sponsors. These list-
ings are less expensive—between about $25 and $50. They do not advertise a
person or business beyond listing their name, but they do show that the person or
business is supportive of your organization. The price of any ad can include one
or two free tickets to the event or some other type of recognition at the event, such
as a large poster on which all advertisers are listed.

Once you have the dimensions of your adbook and have set prices for the ads,
prepare sample pages to be given to volunteers selling the ads. A sample layout for
a two-page spread in an adbook whose final dimensions are 8.5-by-11 inches is
shown, along with suggested prices for each portion of a page.

Sample Ad Prices

/s page
33" x 2Va"
$100 Ya page
3%" x 5"
$175

Full page 8" x 10"
$500

Full page (front or back inside cover)
$750

Center pages: $800-$1,200 |

Full page (back outside cover)

Ve $1,000
5 page 8" x 5

$325
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Timeline

The next step is to set a timeline for ad sales. If the adbook is for an event, the dead-
line for final sales must be at least one month before the event to allow for design,
layout, proofreading, and printing of the book.

Prepare the timeline in the same way as for a special event, with a master task
list and a budget, as described in Chapter Eight. A large adbook will require about
an eight-week sales period. Planning and preparation of materials and training the
sales force will all need to be done two weeks before sales begin. Four weeks at the
end of the sales period will be needed for layout, proofreading, and printing. Thus,
the total timeline will cover fourteen weeks.

Getting Ready to Sell

Make a list of businesses and individuals who might want to purchase ads. Ask vol-
unteers, board members, and staff to list all the businesses they patronize, compa-
nies they work for, companies their spouses and friends work for, and businesses
that would serve a large cross section of your donors. (For example, a women’s or-
ganization would be sure to include women’s clothing stores, beauty salons, and
women’s magazines.) To help people recall all the possible businesses they pa-
tronize, give them a list of suggestions, including banks, restaurants, fruit and veg-
etable stores, supermarkets, butchers, clothing stores, bakeries, liquor stores, and
such people as doctor, dentist, lawyer, mechanic, therapist, hairdresser, chiroprac-
tor, accountant, and plumber. Include in the final list all of the vendors your or-
ganization uses as well as other nonprofits with whom you have worked over the
years, unions, friends and family of staff or board, politicians, and even major
donors.

Set up a database with the name, address, phone numbers, and a contact per-
son for each potential advertiser. Include the name of the person who uses the busi-
ness and any other information that will be helpful to the salesperson. (For
example, Joe’s Auto Supply, Joe Jones, owner, 512 Main St., 835-4692. He is board
president’s brother-in-law; also, Sally buys everything for her motorcycle there.)

Print out a master list of prospects and have volunteers sign up for as many
prospects as they feel comfortable taking. Don’t skip this step, because you want
to make sure that one business isn’t approached by two people and that the best
person makes the request for the ad. Most important, you need a master list to
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keep track of how the volunteers are doing. Ideally, you will be able to enter the
name of the volunteer who will be asking into the database record of each busi-
ness, then print out a list for each volunteer of their prospects. If you are a neigh-
borhood or community group, you may also wish to have some volunteers simply
approach every store on a square block of the neighborhood in addition to any
other businesses you may be approaching.

In addition to their prospect lists, the volunteers each need a number of other
items:

* A supply of brochures describing the work of your organization

+ Sample ad sheets with order forms to give each business

* Instructions for how camera-ready ads are to be sent

* Return envelopes in case the business owner wishes to mail in their ad or payment

+ Receipt books to record payments received at the time of sale

Prepare the volunteers for difficult questions they may encounter, and provide
possible answers, including convincing arguments. Each volunteer should stress how
many good customers the adbook will reach, how inexpensive the ad is, and how
much members of your organization enjoy the prospect’s business, store, or service.

Selling the Ads

Depending on the type of business you are soliciting and the general style of your
community, volunteers may first want to call the business owner or manager and
make an appointment. In soliciting ads from corporations or large firms, sending
a letter or e-mail, then following up with a phone call and visit, will be imperative.

Two or three volunteers should act as team leaders for the rest of the sales force.
The team leaders play the same role as the planning committee for a special event.
While they should sell ads, their main function is to encourage people on their
team and to make sure that volunteers are making their calls. Volunteers must un-
derstand that they will be turned down more often than not. It will take from five
to eight solicitations for every sale. Team leaders should stress that, as is the case
when soliciting major gifts, the salesperson will rarely know exactly why they were
turned down. They shouldn’t spend a great deal of time thinking about it; simply
go on to the next prospect.
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Thank businesses immediately after they send in their ads and their money.
Some businesses will not send payment until the adbook is published. Careful
records will show which bills remain outstanding, and those businesses can be
billed again after they receive a copy of the adbook. Because they have filled out
and signed an agreement specifying the size and wording of the ad, it is extremely
rare for businesspeople not to pay.

As sales are made, a progress chart should be posted at the office, and progress re-
ports should be given to salespeople to encourage them. Once a week every sales-
person should be given (or e-mailed) a list of the businesses that have already bought
ads. They can take this list with them on solicitations; business owners may be per-
suaded to buy an ad when they see the names of colleagues who have done so.

When the adbook is produced, send each business a copy. Encourage your
members to support the businesses they see in your adbook and to thank them for
supporting your organization.

Producing the Adbook

After all the ads are in and the sales period is over, the book must be produced.
Once the sales force has done their task, a second set of volunteers handles the pro-
duction and distribution. A graphic designer or person with layout skills should
be asked (or paid) to help ensure that the ads are laid out straight, that all the ads
fit properly on each page, and that all the ads fit in the book. Layout can be done
by hand or using a graphics program on a computer. Attention should be paid to
putting ads that look nice together on the same page and to having some white
space on each page so that the ads don’t look crowded. Great care should be taken
to proofread all copy and to keep the display ads and all the copy clean.

Aside from the ads, several pages should be devoted to the group and the event,
either throughout the adbook or in a specific section of it. These pages include the
conference agenda or program notes of the event, information about your group,
and a membership form. Many organizations also include a brief history of their
organization, a page listing and thanking all their donors, and short biographies
of board and staff. If the event associated with the adbook is a tribute or awards
dinner, then include a profile of the persons, ideas, or groups being honored. High-
quality, good-contrast pictures are nice inclusions in an adbook.

When the book is ready for printing, someone who knows about paper stock
and the printing process should help select the paper and ink color and specify the
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printing process. Print enough copies to give one to everyone who comes to the event
(or for whatever distribution system you have chosen), everyone who made a dona-
tion to the event but did not come, and all advertisers and foundation funders. In
addition, print enough so that there is a supply to hand out over the course of the
year and enough for next year’s sales force to show when they go to solicit ads.

The first year you produce an adbook is the most difficult. Businesses are tak-
ing a chance that you will do what you say in terms of quality and distribution of
the book. If your adbook is successful and people patronize the businesses they
have read about there, repeat sales will be easy to get. New businesses will be able
to see exactly what they will get for their money. If they like what they see, they
will be more inclined to buy.

Adbooks can be lucrative not only because the ads bring in much more money
than the cost of printing them but also because they are a repeatable commodity.
They not only help train volunteers in fundraising techniques, they are also good
for building community relations with businesses. They should only be done, how-
ever, when the group has the lead time, an adequate number of volunteers who
can devote time to the adbook and are not also organizing the rest of the event,
and access to the design and printing expertise required.
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chapter

Using Direct Mail

D irect mail is a strategy of sending a form letter that asks for money to hun-
dreds, thousands, or even millions of people by bulk mail. It is a strategy
widely used in the United States, Canada, Australia, and England, but not used at
all in countries where people don’t send money (in the form of checks, money
orders, or credit card authorizations) through the mail.

Direct mail is greatly augmented by the Internet; in some places and with some
causes online giving has overtaken using postal mail in popularity. You may be
tempted to skip this chapter if you think that your organization will focus on rais-
ing money through the Internet or other strategies; however, the psychology of
direct mail is important to understand and is useful in almost any communication
you have with donors. Further, direct mail remains the only strategy that allows
you to get something tangible (an envelope containing a request) into the hands
of anyone served by the U.S. Postal Service for about $1 per address. Used care-
fully, the return is not only gaining numbers of new donors and eventually a solid
income stream, but identifying donors to whom you had no other access. Stories
abound of donors recruited through direct mail whom no one in the organization
had ever met sending $500 and $1,000 in response to a first appeal, or donors
whom no one knew leaving an organization money through a bequest after giv-
ing $35 a year for years and years.

I emphasize throughout this book that all strategies must be used in conjunc-
tion with each other. Direct mail, as you will see, is the most obvious example of
this tenet.

A direct mail appeal is very simple: it contains a letter describing the organization
and its needs and a self-addressed envelope, making it easy for the donor to return
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a gift. Even with the Internet, direct mail is still the most common fundraising
strategy in use today. Letters that are addressed to an individual—“Dear Mrs.
Smith”—or letters sent by first-class mail are not technically considered direct mail
pieces, although these more personalized letters may borrow from direct mail prin-
ciples in their look or style of writing, and identical text may be going to dozens—
or thousands—of recipients. In the United States, direct mail letters are sent in
minimum quantities of two hundred, presorted by ZIP code for the post office; at
the post office they receive bottom priority for processing in return for a deep dis-
count in the postage.

Direct mail solicitation (often derisively called “junk mail”) has been in wide
use since World War II. In the 1970s and 1980s, direct mail fundraising was so pop-
ular that many organizations derived the bulk of their income from it. Over time,
as the market has become saturated with it, its effectiveness has decreased. People
have become accustomed to receiving direct mail, making letters from groups one
never heard of no longer as interesting to open.

To get a sense of the volume of direct mail, consider that 40 percent of the total
mail in the world is generated in the United States and that 40 percent of that mail
is direct mail, both from commercial and nonprofit sources. This means that about
one out of every six pieces of mail worldwide is direct mail. For many Americans,
far more than one out of six pieces coming through their mail slots is an unso-
licited fundraising letter.

Some fundraising professionals (and probably thousands of consumers) have
questioned whether direct mail continues to be an effective fundraising strategy.
Despite all the bad publicity it gets, however, direct mail remains the least expen-
sive way to reach the most people with a message that they can hold in their hands
and examine at their leisure. A well-designed and well-written direct mail piece
sent to a good list can still yield a response that makes it worthwhile: 0.75 to 1 per-
cent on a first-time response, and 10 percent and often more from donors who
have given before. Many groups also use direct mail letters to communicate with
current donors and to ask for additional gifts. Used properly, direct mail is one of
the most powerful strategies a small nonprofit can have. I am going to describe
how direct mail works in a larger organization and then how a grassroots organi-
zation can adapt it to their circumstances.
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THREE FUNCTIONS OF DIRECT MAIL

Direct mail soliciting has three functions; along with special events, it is one of the
most versatile methods for developing closer relationships with donors. The three
functions overlap with the strategies discussed in Chapter Three: acquisition, re-
tention, and upgrading of donors.

Get Someone to Give for the First Time. Donor acquisition is the main rea-
son many organizations use direct mail. To see how it works, consider the experi-
ence of People for Good. People for Good trades five thousand* names of their
donors for an equal number of names of donors to another group, Friends of
Progress. People for Good compares the names they got from Friends of Progress
with their own donor list and pulls out anyone who already gives to both groups.
To the rest of Friends of Progress, People for Good sends a direct mail appeal asking
for a donation to their work. They get a 1 percent response, which is fifty gifts. Their
cost was $1 for each piece of mail (including postage, printing, paper, and the use
of a mail house), for a total cost of $5,000. Most of the fifty donors give $40, which
is the suggested donation, but three give $25, ten give $50, three give $100, one gives
$250, and one gives $500. They also experience an increase in traffic to their Web
site and a few donations are made online, but they can’t attribute that directly to
this appeal, so they don’t count it in their analysis. (It is common in fundraising
to report the “average” gift, but this number can be misleading. In this example, the
average gift was $58 because a few bigger gifts came in. Use “mode”—the gift
received most often—and “median”—the midpoint, at which there is the same
number of gifts above this point as below it—for meaningful analysis. In this
example, knowing that most people gave the amount that was asked for—the mode
gift—indicates that the amount suggested was reasonable.)

*Five thousand names is considered by most experts to be an appropriate test-sample size. The idea
is that if you get a 0.75 percent or better response on five thousand names, you should send the ap-
peal to the whole list that these names came from. If the response is less than 0.75 percent, you can
change the appeal or abandon the list. To take advantage of direct mail’s discounted postal rates, you
only need two hundred names, but two hundred is not considered statistically significant for pre-
dicting future response on that or a similar list.
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People for Good brings in $2,905 on the mailing, giving them a net cost of
$2,095—that is, the income subtracted from their $5,000 cost, or about $42 for
each of the fifty donors they acquired. These donors will now be moved to the next
stage. From this accounting, you can see right from the start that there is no point
in starting a direct mail program unless you are willing to go all the way with it,
because the first mailing usually loses money and sometimes a lot of money. Read
on to see how that money will not only be recouped, but grow.

Get Donors to Repeat Their Gift. Once a person becomes a donor, the or-
ganization tries to get that person to give routinely. The best way to do that is to
thank the donor within seventy-two hours of receiving their gift and then to ask
the donors for money more than once a year. Small organizations should ask their
current donors for money at least two or three times a year, either through the mail
or with a combination of mail, phone solicitations, and special events. These re-
quests are interspersed with newsletters (paper or e-newsletters or both). This fre-
quency of asking will not offend people and keeps the name of your group in the
donor’s consciousness. It also enables you to take advantage of the ups and downs
of each donor’s cash flow situation. Every time you ask your donors for an extra
gift by mail, you can expect that about 10 percent of them will respond. In this
phase you make back the money you spent acquiring these people. Keep in mind
that most people making a first gift will not make a second gift, but more people
who make a second gift will make a third, and most people who make a third gift
will make a fourth, and so on, assuming the organization continues to do good
work and treats their donors properly.

Get Donors to Renew Their Gift. To be considered active (as opposed to
lapsed), donors must make a contribution at least once a year, thus renewing
their commitment to the organization. Most organizations have a renewal rate of
about 66 percent—which is enough to generate a profit, including making back
all the money you have invested in acquisition. Donors acquired through direct
mail who show their commitment to the organization by renewing their gift are
donors the organization might not have found otherwise who can be asked to
volunteer, to give more money, to help with fundraising, to show up at demon-
strations, and so on.
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Direct Mail Plan: One Organization’s Results

Income
Acquisition Mailings
10,000 pieces of mail X 1% response = 100 donors;
mode gift of $40, plus a number of other gifts received:
Income $6,000
Three more mailings to those who gave asking for
extra gifts:
10% response per mailing from 100 donors =
30 extra gifts
Income $1,500
Three renewal mailings to these 100 donors;
66 renew at $50-$500

Income $4,000
Total revenue $11,500
Expenses

Acquisition Mailings (Renting or exchanging lists, printing, postage,
and other expenses)
10,000 pieces at $.85
(higher volume will give you lower costs) $8,500
Further mailings to 100 donors
3100 x $1 $300
Renewal mailings (one to all 100 donors, a second
to those who did not respond to the first, a third to
those not responding to the first two)

200 letters x $1 $200
Total expenses $9,000
Net gain: 66 donors $2,500
Net income per donor $38
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Large organizations that frequently send direct mail appeals often have a fund
of $5,000 to $50,000 that they constantly reinvest in these appeals. Money coming
in from one appeal is invested in the next until the fund is depleted. Organizations
spending that kind of money often hire direct mail consultants to design their ap-
peals and to handle all the details of writing, printing, and mailing them. It prob-
ably goes without saying that a mail appeal is a gamble—you might get 0.05
percent response or even no donors at all. By carefully looking at lists and by pay-
ing attention to what you send the donors and constantly fine-tuning the appeal
package, you decrease—but do not eliminate—your risk. (Chapter Eleven describes
the appeal package in detail.)

USING DIRECT MAIL ON A SMALLER SCALE

By now, you are probably thinking, “Well, that counts my group out. We don’t have
the money, we don’t have the lists, and we can’t wait a year or two for the repeat
gifts and renewals to start making money.”

Don’t despair. There is a way for even small groups to use mail appeals
effectively. They must decrease the risk by decreasing the amount of money spent
on each mailing. At the same time, they must try to increase the response rate
so that they at least break even on first-time mailings to a list and with luck,
make money.

These goals can be achieved in two ways: by mailing to more carefully selected
lists and by mailing to fewer people at one time. In the example above, we used the
conventional estimate of a 1 percent response from a new list; this estimate is use-
ful for planning costs. However, direct mail expert Mal Warwick cautions, “There
is so much variation in response from one organization to another and from one
appeal to another that using this 1 percent figure as success can steer organizations
onto the wrong path.” Factors such as attracting bigger donors, finding a whole
new constituency of donors, testing messages, and so on are often as important as
the percentage of response. Attracting a smaller response on the first mailing but
a higher percentage of donors who renew year in and year out would make the
mailing worth its costs. Despite this optimism, small organizations need some
measurable gauge, and percentage of response will give you a way to budget money
spent for money earned.

Let’s look at a direct mail scenario again but on a much smaller scale and with
much more targeted lists.
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Direct Mail Plan: A Much Smaller Scale

Income
Acquisition Mailings
500 pieces of mail X 2% response = 10 donors;
mode gift of $40, plus a number of other gifts received:
Income $600
Three requests for extra gifts to the 10 new donors:
10% response per mailing = 3 extra gifts
Income $250
Renewal letter with follow-up call to 10 people;

7 renewals

Income $350
Total revenue $1,150

Expenses

500 pieces of mail x $1 $500
30 letters asking for extra gifts X $1 $30
Renewal letter with phone follow-up to 10 people $10
Total expenses $542
Net gain: 6 donors $608
Net income per donor $101

As you can see, the average net income per donor from smaller mailings is much
higher and the risk much lower than with larger mailings. However, neither set of
income figures is particularly impressive given all the work involved. The costs ex-
amined here don’t count the costs of staff time to acquire the mailing lists, pro-
duce the direct mail package, write thank you notes, and complete other fulfillment
(such as newsletters). Again, one wouldn’t enter a direct mail program if this were
the only kind of income you could expect.

An organization must be prepared to take the donors it has acquired, identify
those who can give much more, and then ask them to do so. The organization must
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ask some people to volunteer and others to bring in other donors. Over the long
term, some donors will include the organization in their will.

Direct mail illustrates more than any other strategy the fundraising principle
of building relationships: if you are not willing to keep track of your success so
that you know which lists work which don’t, if you are not willing to ask donors
over and over, and if you are not willing to ask some donors for very large gifts,
then you might as well not acquire them at all.

DEVELOPING LISTS FOR MAIL APPEALS

The cornerstone for the success of any mail appeal is the list of people who receive
it. Compile or choose lists carefully. Make sure that each person’s name is spelled
correctly and that the address and ZIP code are correct. People tend to be miffed
when their name is misspelled, and a wrong ZIP code will mean the letter won’t
be delivered.

Lists are divided into three categories of expectation, which describe the likelihood
of people on that list making a donation. These categories are hot, warm, and cold.

Hot Lists. A hot list consists of people who have already made some kind of
commitment to your organization. In order of decreasing heat, these people are
your current donors, from whom can you expect a 10 percent response to any one
mail appeal and of whom you can expect 66 percent to give a second time; lapsed
donors from the past two years (expect a 3 to 7 percent response rate); volunteers
and board members who are not yet donors (various response rates depending on
the group; however, the response rate should not be lower than 5 percent and could
be as high as 95 percent with good follow-up); and the close friends and associates
of all of the above people who are not yet donors (2 to 5 percent response rate).

Warm Lists. A warm list consists of people who have either used or heard of
your services, people who are donors to organizations similar to yours but have
not heard of your group, or people who have come to your special events. These
lists should yield a 1 percent response rate but also give you donors you may not
have other access to.

Cold Lists. A cold list is any list that is more than a year old or any list of peo-
ple about whom you know little or nothing. The phone book is an example of a
cold list.
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Hot Lists

The hottest list of people for any organization is its list of current donors. The
second-hottest list includes friends of current donors, because most people’s
friends share their values and commitments. Therefore, to find new hot names to
send appeals to, send current donors an annual mailing with a form on which
to send the names and addresses of friends they think would be interested in your
organization, as in the illustration.

Names of Friends Reply Form

Name and address:

__ You may use my name __ Do not use my name

1
2
3.
4

__I'would rather not send in names, but I will distribute fundraising re-
quests myself. Please send me letters to send or give to friends.

__T'am willing to help with fundraising in other ways. Please call me
or e-mail me

Some people will send only one or two names, and most people will not send
any, but others will send in dozens of names. With a mailing list of one thousand
donors, you can be assured of getting at least two hundred names from this type
of appeal. Many organizations regularly remind their current donors to send in
names of potential contributors by including a coupon in their newsletter and a
request for names in other appeals.

Another source of hot prospects is your board members, volunteers, and staff.
On a yearly basis these people should also be asked to provide a list of names,
which can be compared to the current mailing list; anyone who is not already a
donor can be solicited. Of course, any board member, staff person, or volunteer
who isn’t already a donor is a hot prospect as well.
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Some statisticians claim that every person knows 250 people—relatives, school
friends, colleagues, neighbors, and so on. Of this number, perhaps only ten or
twenty will be suitable prospects. Nevertheless, with each volunteer or member
contributing some names, you will soon have the two hundred needed for a bulk
mailing. For rural organizations or groups just starting out, don’t wait until you
have two hundred names—go ahead and send the letter by first-class mail.

Warm Lists

People who buy any of your organization’s products, such as booklets, educational
materials, and T-shirts, are excellent prospects for a mail appeal because they are
known buyers. Certainly, their names should be kept so you can advertise any new
items you produce to them, and some of them will become members of your or-
ganization. The same is true of people who attend conferences, seminars, or pub-
lic meetings that you sponsor. To keep mailing costs down, you can also ask people
who buy products or attend seminars you have sponsored for their e-mail address
and advertise to them that way (see also Chapter Thirteen for more about e-
newsletters).

People who attend special events who are not donors should receive an appeal
soon after the event. Pass out a sign-up sheet or conduct a door prize drawing to
get names and addresses. People who previously gave your organization money
but no longer do also constitute a warm list if you have correct addresses for them.

If your organization gives people advice, referrals, or other service over the
phone or through the mail, create a system to gather the names of people served,
unless that information is confidential. This list is the least warm because not all
the people calling you are donors to anything, you don’t know if they were satis-
fied with what they got from you, and they may feel they deserve to get the infor-
mation you are giving out for free. However, some will be grateful and want to
help, and some will prefer to pay for the information rather than accept it for free.

Keep a log of these types of contacts in a database on your computer and merge
these every so often to eliminate duplicates and to pull out anyone who is already
a donor to create a list of prospects. (If your organization only has one computer
or has volunteers who are not used to using a database, use the old-fashioned
method of writing down names and addresses either on a list or directly onto en-
velopes.) When people call, respond to their request and then ask if you can send
them more information about your organization. Make sure you tell people your
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Web site address, and make sure your site also encourages giving. People who don’t
want an appeal will decline to give their address. Some of these people will go to
your Web site later and become donors. Names from information requests that
come through the mail can be transferred directly onto carrier envelopes; every time
you have compiled two hundred envelopes you can send an appeal by bulk mail.
Some groups prefer to send appeals by first-class mail as the names come in. This
ensures a hotter prospect, as people are more likely to open first-class mail, and they
are receiving the mailing much closer to the time they have been in touch with you,
but mailing first class is obviously more expensive than sending by bulk mail.

Renting and Trading Lists

The other type of warm lists are lists of people who belong to organizations that
are similar to yours. To get these names requires renting or trading mailing lists. No
one actually buys a mailing list outright. By renting it, they acquire the right to use
the list one time. Many organizations with large or specialized mailing lists rent their
lists as an income stream. You may have noticed that if you give to one organiza-
tion you will receive appeals from several similar organizations within a few weeks.
Your name has been rented because you are a proven “buyer” through direct mail.

You rent mailing lists either from a mailing list broker or from another organ-
ization. Professional mailing list brokers have a wide variety of lists available, which
are used by both nonprofit organizations and businesses. Most brokers will send
you a free catalogue of the categories of names available and the number of names
in each category. The variety is astounding. A quick glance through one catalogue
shows these possible offerings: sports medicine doctors, corporate secretaries in
corporations with budgets greater than $250,000, earthquake research engineers,
season ticket-holders to dance performances, donors to animal shelters, women in
the press, or even the fascinating category, super-wealthy women (a list of 236,000
names nationally).

These lists come to you in ZIP-code order. The lists generally cost $75 to $125
per thousand names, with a minimum rental of two thousand to five thousand
names. For a small additional fee, you can have lists crossed with each other, yield-
ing the names, for example, of all the super-wealthy women who are donors to an-
imal shelters or of earthquake engineers who are donors to historic preservation
projects. A caution here: grassroots groups often assume that people in lucrative
occupations (doctors, lawyers, stockbrokers) will be generous donors. This is not
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the case—there has to be some evidence that the people on list of doctors you have
rented are also interested in your issue. Also, just because someone is in a lucrative
profession and gives to other charities, they are not necessarily worth your direct
mail investment. Be judicious in using rented lists.

To find mailing list brokers, look in the Yellow Pages under Mailing Houses,
Mailing List Brokers, or Fundraising Services and Consultants. Also, ask organi-
zations that use direct mail services for their recommendations.

Many low-budget organizations trade mailing lists with other organizations for
a one-time use. Usually, lists are traded on a name-for-name basis: two hundred
names for two hundred names and on up. A group can also trade names for as
many names as they have and rent the rest. If your organization has five hundred
donors and you want another group’s list of two thousand donors, trade your five
hundred and pay for the remaining fifteen hundred. Depending on your relation-
ship with the other organization, it may rent the list to you simply for the cost of
producing the list on labels or the cost of the labels plus handling, or it may seek
to make some profit.

If you almost never rent your list, each of your names may be worth between
two and five names of an organization that rents their list more often. If you have
a mailing list of two hundred donor names that you have never rented out before,
you may be able to trade for a list of one thousand.

Dos and Don‘ts of Sharing Lists

Organizations often feel reluctant to share their donor lists with other organiza-
tions. One fear is that their donors will prefer the other groups and stop giving or
give less to their group. Studies of donors show that this is not true. In fact, donor
loyalty to the first group they give to in a series of organizations with related goals
is increased as they learn of similar organizations. In other words, if a person gives
to an environmental organization and then is solicited by several others, he or she
may think, “T already support a group that does good work on the environment,”
or “I've been concerned about environmental degradation for a long time, and it’s
good that a lot of groups are working on it.” Furthermore, most people who give
to charity give to a number of them—usually between five and eleven. Often, most
of the charities are similar: they may all be arts organizations or environmental
groups, or they may be civil rights and civil liberties causes, but there will be some
similar theme in all the charities. People change one or two charities each year,
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dropping one and taking on a new one. You are going to lose some donors every
year (about one-third), but you will not lose donors simply by sharing your list.

To ensure that the names of donors who might take offense at being solicited
by organizations other than yours are excluded from your rented lists, simply
include a line in your newsletter or on your reply device that says, “From time to
time we make our mailing list available to other organizations that we feel would
be of interest to our members. If you would rather we did not include your name,
please drop us a line (or check here on the form) and we will make sure that you
do not receive any of these mailings.” You can publish this announcement in every
issue of the newsletter and put it in the subscription form on your Web site to be
sure that every donor sees it. Very few people will actually write in with this re-
quest, but it is worth it to keep those that do happy. Most people like to get mail,
and although they grouse about how much direct mail they get, they also feel
important and needed because of the volume of mail that comes to them, and they
have too much going on their lives to spend a lot of time and energy being mad
about a mail appeal.

Do not steal mailing lists or use mailing lists that are marked “members only” or
“do not use for solicitation.” Because mailing lists are fairly easy to compile and
acquire, once you have the systems in place there is no need to be underhanded with
others’ lists. Further, your organization’s reputation may suffer. Almost all mailing
lists, particularly those rented from commercial firms, have a certain number of
dummy names: names that are placed to identify the use of that list. The letter
addressed to a dummy name goes to the source of the list. Suppose you have liber-
ated the list of members of a service club that has given your organization a dona-
tion. John Q. Jones is on that list, put there by the service club itself. (“Q” ensures
that this is likely an unduplicated name.) When a letter arrives addressed to John Q.
Jones, the service club knows it came from their list and will check out whether some-
one gave your organization permission to use the list. The situation can then become
unpleasant and counterproductive to your fundraising efforts. A final rule about list
acquisition and development: Do not save mailing lists. On a list that is more than
three months old, 7 percent of the addresses will already be inaccurate. After you
have used a list twice (if you have permission to do so), you have gotten 90 percent of
the response you are going to get from that list. Concentrate your efforts on getting
new names and refine your systems so that the names are as hot as possible. The qual-
ity of the list is pivotal to your direct mail success.
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Although Chapter Thirteen covers acquisition using e-mail, I will point out here
that these cautions apply as well to e-mail solicitation. Do not add someone to your
e-newsletter list without their permission or request, do not send solicitations by
e-mail unless you know the list very well, and be very careful in sharing e-mail lists.

Spam is an enormous problem, and you don’t want to add to it or be accused of
doing so.
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The Logistics of Direct Mail

Adirect mail appeal needs to be conceived of as a package rather than as sim-
ply a letter in an envelope. The work of your organization is only one vari-
able in determining the success of your appeal. The appeal is “wrapped” in a certain
way to entice the donor to open the letter, then to read the letter, then to fill out a
check and put it in the return envelope. This is a lot of pressure on a few pieces of
paper with no power of their own.

This chapter discusses all the elements of putting together a direct mail pack-
age as well as a number of ways to use direct mail in seeking first-time, additional,
and renewal gifts, what to do with the responses, and how to evaluate your direct
mail programs.

THE DIRECT MAIL APPEAL PACKAGE

The standard package has four parts: the carrier or outside envelope, the letter it-
self, the reply device, and the return envelope.

Each part of the package is complementary to the others, and all the elements
work as a unit to have the maximum effect on the person receiving the appeal.
We will examine each element separately and then discuss putting the elements
together.

The Carrier (Outside) Envelope
Many mail appeals fail because, although much attention has been spent writing
an effective letter, it is enclosed in an envelope that no one opens.

First-class personal and business mail can be sent in an envelope simply with
the recipients’ address and a return address, and the sender can be reasonably cer-
tain that someone will open the letter. In the case of first-class mail, the envelope is
simply a convenient way to deliver the letter. In a fundraising appeal sent by bulk
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mail, however, the outside envelope has an entirely different purpose. It must grab
a prospect’s attention and then intrigue them enough that they want to open it
and see what’s inside. The envelope in this case is like gift wrapping. Everyone
wants to know what’s inside a present. In fact, gift wrapping works so well that
even when you may know what the gift is, there is still the thrill of discovery in re-
moving the wrapping.

That thrill and that curiosity is what you should strive for with mail appeals.
Make the prospect want to know what is inside the envelope.

Getting Personal. Think about how most of us leaf through our mail. We may
have bills that we set aside and fliers and newsletters that we glance at and either dis-
card or put in a pile to read later. But if we find an envelope with our name hand-
written on it, we will often put down the rest of the mail to open that envelope. If
there are no such envelopes, we may open envelopes that promise interesting con-
tent in either words or pictures, or envelopes from organizations that we know and
respect or from places we can’t recognize just from the address. Maybe we see mail-
ing labels inside, so we open that envelope. If an envelope offers us a way to save
money, we open that one. If we are in a hurry, we throw away mail more quickly than
if we are not. If we are procrastinating about doing something else, we may read
something that on any other day we would discard immediately. Some marketing
experts estimate that up to 70 percent of mail is thrown away unopened. So in de-
signing your carrier envelope, use your own experience as to what you open first and
what you are unlikely to ever open. However, don’t rely on your experience alone. A
fun conversation is to ask colleagues, neighbors, and friends to look at five appeal
letters and tell you which one they would open first or which one they would throw
away immediately. You will generate several different opinions, which is why you will
never find one style of envelope that always works, with the exception of those that
are hand addressed, which almost everyone will agree they will open.

If possible, then, write the addresses by hand. If you have a large volunteer pool
or fewer than one thousand addresses, this is not too arduous a task if divided over
several people. In addition to or instead of writing the addresses, you can make
your letter look as though it was sent first class by using a precanceled bulk-mail
stamp in place of the more common postal indicia. These stamps may be pur-
chased at the post office where you send your bulk mail. The rules for sorting and
handling the mail are the same as for any other bulk mailing.
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Other Ways to Draw Attention. Consider the rest of the envelope. If you are
in a major metropolitan area where a lot of mail appeals originate, don’t put your
name and return address in the upper left-hand corner of the front of the enve-
lope. Either use only your address without your organization’s name in that spot
or put your return address on the back flap of the envelope. In either case, the
prospect asks, “Who is this from?” and opens the envelope to find out.

USE COMMON SENSE

Mission drives fundraising, and the truth of this tenet can be seen even
in the design of carrier envelopes. Here are two examples:

A national organization advocating for the rights of GLBT (gay, les-
bian, bisexual, and transgender) people is always careful to use its initials
or an innocuous logo with their return address on mail appeals. They do
not wish to endanger anyone who receives the appeal, even if this prac-
tice cuts into their response because some people throw away the appeal
without recognizing who they are.

An animal rights organization has compelling and disturbing photos
of animals used in research. Although putting one of these photos on an
envelope would certainly grab attention, they are conscious that children
may see this letter, so use no graphic photos in that way.

Timing and world events also play a role in designing carrier envelopes.
Shortly after the attacks on the Pentagon and World Trade Center on Sep-
tember 11, 2001, a handful of envelopes were sent to Washington, D.C.,
containing military-grade anthrax. Some postal employees were sickened
and a few died. The envelopes containing the anthrax had handwritten
addresses and were made to look like something schoolchildren would
send. For months afterward, everyone was on the alert for handwritten
envelopes from an unknown sender. During that time, direct mail had a
better chance of being opened if it looked impersonal.

If you are in a rural area, it is likely that the people receiving your appeal will
open all letters that originate in their county or small town. In that case, you want
your name and return address to be fairly prominent on the front of the envelope.
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Most mail appeals are sent in standard business-size envelopes (called No. 10).
Your appeal will stand out if it arrives in a smaller or an odd-size envelope. Personal
letters are not generally sent in business-size envelopes, so to make your appeal look
more personal, send it in a No. 6 % or No. 7 %, or in an invitation-style envelope. If
you use smaller envelopes, make sure your return card and return envelope are
smaller yet so that they will fit into the carrier envelope without needing to be
folded. One caution: odd-size envelopes and letters can run up your printing costs,
sometimes significantly, so check with your printer before making a final decision.

The least effective strategy is placing what’s known as “teaser copy” on an enve-
lope; however, it should not be totally disregarded. Teaser copy is a text, drawing,
or photograph on the envelope that intrigues the reader or causes some emotional
response meant to make them open the envelope.

Envelope color is another variable to experiment with, but in choosing colors,
make sure that the type is still readable against the color of the envelope. Bright
colors can grab attention, but readability is key.

You may wish to experiment with various styles of outside envelopes to find
which methods work best for your organization. Save mail appeals that you receive
and are moved to open, and figure out what about the envelope caused you to want
to look inside. The more creative you can be in designing the outside envelope, the
greater chance you will have of the prospect reading your appeal.

The Letter
Because of the cost and volume of direct mail, it has been studied very carefully
for close to forty years. A few simple principles about writing a direct mail letter
have emerged. In thinking about these principles, keep in mind that a direct mail
appeal is not literature. Many otherwise good writers are not good writers of
direct mail letters. The direct mail letter is not designed to be lasting or to be filed
away or to be read several times with new insights emerging from each reading. It
is disposable, part of a culture acclimated to disposable goods of all kinds—from
diapers and cameras to contact lenses. The function of the fundraising letter is sim-
ply to catch the reader’s attention and hold it long enough for the person to de-
cide to give. The recipients of fundraising letters most often read these letters on
their own time. It is not their job to read the letter, and if the letter has its intended
result, they will wind up paying money for having read it.

Also keep in mind how adults respond to input: when reading, watching TV or
a movie, listening to a lecture, or even, to a lesser extent, listening to someone they
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care about, they subconsciously go back and forth between two questions. The first
question is, “So what?” If this question is answered satisfactorily, they move to the
next question, which is, “Now what?” This seesaw is a strong screening device for
filtering out trivia, boring details, and rhetoric. To be sure, what is trivial and bor-
ing to one person may be profound or lifesaving to another, so the answers to these
questions will vary from person to person. However, details about when your or-
ganization was founded or the permutations of your organizational structure will
not pass the “So what?” test, and the myriad problems that led to your current
budget deficit will only bring on a fit of “Now what?” questioning.

As you write your letter, then, imagine the reader asking at the end of each sen-
tence, “So what? What does this have to do with me, people I care about, or things
I believe in?” If the sentence stands up under that scrutiny, then read the next sen-
tence while asking, “Now what?” Does this sentence offer a solution, provide more
information, inspire confidence in the group?

Using the “So what—Now what?” spectrum as the foundation, build your let-
ter on the following principles:

People Have Short Attention Spans. A person should be able to read each sen-
tence in your letter in six to fifteen seconds. Each sentence must be informative or
provocative enough to merit devoting the next six to fifteen seconds to reading the
next sentence.

People Love to Read About Themselves. The reader of the letter wonders, “Do
you know or care anything about me?” “Will giving your group money make me
happier, give me status, or relieve my guilt?” “Did you notice that I helped before?”
Therefore, the letter should refer to the reader at least twice as often and up to four
times as often as it refers to the organization sending it. To do this requires draw-
ing the reader into the cause with such phrases as, “You may have read . . .,” “I'm
sure you join me in feeling . . .,” “If you are like me, you care deeply about ...
When writing to solicit another gift or a renewal from someone who is already
a donor, use even more references to what they have done: “You have helped us in
the past,” “Your gift of $50 meant a great deal last year,” “I want you to know that
we rely on people like you—you are the backbone of our organization.” Using the

word “You” makes your letter speak fo the reader rather than at them.

People Must Find the Letter Easy to Look At. The page should contain a lot of
white space, including wide margins, and be in a font that is clear and simple. Break
up paragraphs so that each is no more than two or three sentences long, even if
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such breaks are not absolutely dictated by the content. Use contractions (won’t,
you're, can’t, we're) to add to the informal style. This is a letter, not a term paper.
Do not use jargon or long, complex words. Go on to a second or even third page
in order to ensure that the letter is easy to understand.

People Read the Letter in a Certain Order, and They Rarely Read the Whole
Letter. People often read the PS first. Then they read the salutation and the open-
ing paragraph and no matter how long the letter is, they read the closing paragraph.
If they did not read the PS first, they read it now. Up to 60 percent of readers
decide whether or not to give based on these three paragraphs and will not read the
rest of the letter. The other 40 percent will read selective parts of the rest of the let-
ter, usually parts that are easy to look at, such as facts set off in bullets or phrases
that are underlined. Only a small number of people will read the entire letter.

The Postscript. This is often the first—and sometimes the only—sentence peo-
ple read. The PS is most commonly used to suggest action: “Don’t put this letter
aside. Every day new cases come our way and we need your help.” Sometimes it
offers an additional incentive for acting immediately: “Every gift we receive before
April 15 will be matched by Nofreelunch Foundation,” or “We have a limited sup-
ply of Excellent Book by Important Author. Send your gift of $50 or more as soon
as possible to be sure that you get one.” The PS can be used to tell a story:

PS An independent study showed that the quality of our schools has
improved because of Community Concern. It also showed that we
have a long way to go. For the sake of the children, please make your
donation today.

Or it can make the reader part of the story:

PS You cared enough to come to our community meeting last week. \We
hope you will join us in our critical work by making a donation now.

The Opening Paragraph. Use the opening paragraph to tell a story, either
about someone your group has helped, some situation your group has helped to
rectify, or about the reader of the letter. There is a saying in fundraising: “People
buy with their hearts first and then their heads.” Programs and outcomes need to
be described in people terms (or animals, if that is your constituency). Remember
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that people have read a lot of stories in direct mail appeals and newspapers and
have seen even more on TV. They are used to being entertained by stories at the
same time as they are skeptical of their authenticity, so make sure that your story is
true (even if facts have been changed to protect someone) and that it is credible
and typical. (You don’t want someone saying, “What a sad story, but that could
only happen once, so 'm not going to give.”) Finally, have the story resolve posi-
tively because of the work of your organization. Here are some examples.

Someone the Group Has Helped

Toni has been homeless for two years, moving in and out of shelters.
Like half of the homeless people in our community, Toni works full time,
but she has not been able to save the money she needs for the security
deposit on an apartment. This week, because Homes Now has paid Toni's
security deposit, she will be able to move into an apartment of her own.

The paragraph ends here. The body of the letter goes on to explain how many
working people are homeless and how this group helps homeless people with hous-
ing, job training, and child care. If this letter were being used with current or for-
mer donors to Homes Now, the opening paragraph would use this sentence in
place of the third sentence: “However, this week, because of the help of donors like
you, Homes Now paid Toni’s security deposit for her and she has moved into an
apartment of her own.”

A Situation the Group Helped to Change

To some people it looked like a vacant lot, full of weeds, old tires, and
paper trash. So when Dreck Development proposed paving it over for
a parking lot, few people objected. After all, it is in a poor neighbor-
hood and a parking lot would be useful to commuters who work in
the industrial park a few blocks away. To Joe Camereno, the lot
looked like a park. He called Inner City Greenspace and asked us how
to go about protecting this vacant lot. Today it is Camereno Park.
How did this come about?

The opening ends here. The rest of the letter lets people know how Inner City
Greenspace helps neighborhoods transform vacant lots, treeless streets, and aban-
doned buildings into more livable community spaces.
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Where the Reader Is Part of the Story

As a resident of Rio del Vista, you were probably as shocked as | was
to learn of the toxic waste dump proposed for Del Vista Lake last year.
Working together, we were able to save the lake, but now a dump is
proposed for Del Vista Canyon. We've got another fight on our hands.

The letter goes on to explain why Rio Del Vista is often targeted for these proj-
ects and what can be done about it.

Any of these styles of opening can be effective. The one you use will depend on
your list and the stories available or the role of the reader in the situation described.

The Length. There is has been much debate about the length of a direct mail let-
ter. Many people claim that they never read a long letter and object to groups wast-
ing trees to print them. Some direct mail consultants, on the other hand,
advise their clients to send letters that are four to six pages. In fact, the evidence is
overwhelming that longer letters are more successful: a two-page letter will get a bet-
ter response than a one-page one and three to four pages will often get a better
response than two pages. It is also true that consumers don’t read these long letters—
in fact, most of them only read the opening, the closing, and the postscript.

So why do longer letters work when people don’t read them? Because a longer
letter makes it look as though your organization has more to say and therefore has
more substance to its work. It says to the reader, “We know you are not some slouch
that will give to just anything, so we will explain ourselves.” And it allows the
organization to take the space it needs to make a case for itself without jamming
words onto the page. For most small-budget organizations, two or three pages are
effective. Remember that a letter can be printed on both sides of the paper.

The Closing Paragraph. The other paragraph people read, the last paragraph
of the letter, suggests the action you want the reader to take. It is specific and
straightforward:

Send your gift of $35, $50, $75, or whatever you can afford. Use the

enclosed envelope and do it today.

For your gift of $35, you will receive our quarterly newsletter, Chew
On This. Above all, you will know that your gift has provided free
dental services to people who cannot afford to see a dentist.
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If your group has several different membership levels, give only the simplest de-
scription in the letter. This last paragraph is a short paragraph. Explain the full de-
tails of benefits on the reply device.

The Rest of the Text

The rest of the letter tells more of your history, discusses your plans, tells more sto-
ries, gives statistics, and lists accomplishments. To break up the text, use devices
other than straight paragraphs. These devices might include bulleted text, such
as this:

Because of us:

¢ In 2003, a city ordinance banning the distribution of birth control
to teenagers was repealed as unconstitutional

¢ All teenagers in this community receive sex education as part of
their biology courses

¢ We remain the only independent clinic providing referrals and
birth control to anyone who needs it, regardless of their ability
to pay

Or underlining:

When it got up to ten drive-by shootings in one month, with half of
the victims children, the neighborhood association had enough!

Or adding a brief note that looks handwritten:
You can Ae//o,/

Or:
Bvery giff wakes a difgerence. Sond yours fodzy.

Who signs the letter is not critically important. If a famous person can be found
to sign the letter, then the letter should be from that person. “I am happy to take
time out of my busy movie schedule to tell you about Feisty Group.” Otherwise,
the chair of the board or the executive director can sign. The letter should be
signed, however, and it should not be signed by more than two people or it begins
to look like a petition. The person who signs the letter should have a readable,
straightforward signature.
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The Reply Device
Many years ago, when fundraising was in its infancy, the reply device was called
“The little card that people send in with their check.” This little card is now known
as “the reply device.”

The Psychology of the Reply Device. In the letter, the organization refers to
the reader using the word “You.” The reader reads about herself or himself. In the
reply device, the reader responds to the organization while continuing to read
about himself or herself. The reader is asked to respond by saying, “Count me in”
or “I agree” or “I'm with you.”

More and more, when people open mail from groups they have heard of or
causes they believe in, they move right to the bottom line—how much will it cost
to join? For this, they look to the reply device. If the reply device holds their
attention, they may return to the letter or they may just give without referring to
the letter at all.

The reply device may be the one piece of paper the donor keeps from the mail
appeal, as happens when someone reads an appeal letter, decides to give, then
puts the return envelope and reply device into their “Bills to be paid” pile and
throws the letter away. Two weeks later, the reply device must rekindle the excite-
ment that the letter originally sparked, using a fraction of the space. For this
reason, the design of the reply device is very important.

The reply device is usually printed on paper or card stock that fits easily with a
check into the return envelope. Making the bottom portion of a letter the reply de-
vice or using a separate card or slip of paper allows you to change the reply device
with every letter without incurring a great deal of cost.

Another option is the wallet style of envelope; in that style the reply device is
the back flap of the envelope itself. In general, these are more expensive to print so
groups usually print them in quantity; once printed, no further customizing can
be done, so their use is discouraged. Further, a reply device that is separate from
its envelope allows for one or the other to get lost without the person losing the
address of your group, and you can use the return envelopes for other things you
may want people to return.

The Design. If possible, the reply device should display the logo of the group and
have a catch phrase to remind prospects of what the group stands for or its mission.
Some organizations put a brief description of their group or their project on the
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back of the device. Be sure your organization’s return postal address and its Web
site address are somewhere on the card.

Probably the trickiest part is wording the donor categories and benefits briefly.
Many organizations use a simple series of boxes with differing amounts of money
being suggested as donations, with the benefits the same for any amount of
money. (You'll find a discussion of benefits at the end of this chapter.) If you have
more elaborate benefits of membership or incentives for giving, put the amount
first, then describe the incentive. Here’s an example:

$35: Includes newsletter
$50: Includes newsletter plus free T-shirt (specify color and size below)

Pledge ($10 per month minimum): Includes newsletter plus Very
Good Book by our own Roberta P. Activist.

Unless you have really clever names or particularly good incentives, naming
your membership categories is not worth that much. “Patron,” “Benefactor,”
“Friend,” all have little or no meaning and inevitably reflect a hierarchy of giving
that is just as well avoided.

The rest of the card must have room for the name, address, and phone number
of the donor, or a place for a label, and a statement about how to make out the
check or charge a credit card. Make sure the response you want is obvious and easy
to comply with: note on your reply device to whom to make the check payable and
whether or not the contribution is tax-deductible. (For more on using credit cards
to accept donations, see Chapter Nineteen.)

People will read the suggested amounts until they find a number they are com-
fortable with or the amount that the letter has most emphasized. The following

type of arrangement is fairly standard:
2$25 L$35 T$50 L$100 O other

You may wonder whether to start with the highest suggested gifts or put a large
number in that second slot. These strategies are not effective because people will
not pay more than they can afford and you don’t want to scare them off. A group
with the following sequence may wind up giving a message that small gifts are not
encouraged:

0 $100 Q$50 L$35 %500 O other
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On the other hand, do not suggest an amount you would rather not receive,
such as $5. If someone wants to or needs to send only that much, they can check
“Other.” By suggesting it, you will get that amount from people who could have
given a lot more.

When it comes time to evaluate your appeal, you will want to be able to distin-
guish one appeal’s response from another’s. You do this by coding the reply device
for each appeal in some way. If you have access to inexpensive printing, you could
print each reply device in a different color, add a number or date to a bottom cor-
ner, or change the device that goes with each mailing in some other way. If you
don’t have a way to have the reply devices printed differently, a cheap and easy
method is to put a dot with a colored marker on each reply card and note which
color you are using for which mailing.

The Return Envelope

Aside from the wallet-style envelope discussed earlier, there are two styles of return
envelopes: business reply envelopes (called BREs) and plain, self-addressed envelopes.
With a BRE, the organization pays the cost of the return postage; this amounts to
about twice as much as a first-class stamp but is only paid on those envelopes that
are returned. With a plain, self-addressed envelope, the donor affixes a stamp.

For small organizations, BREs are not necessary, and organizations have ceased
using them as consumers have become aware of the cost. Unless you are working
with a sizzling hot list of current donors, do not put a first-class stamp on the return
envelope. Your response rate will be too small to justify this expense. On the other
hand, do not try to save money by omitting an envelope altogether. Your percentage
of response will decline significantly if you do not use a self-addressed envelope of
some kind.

Other Enclosures

The letter, reply device, and return envelope are all that is necessary to make an ex-
cellent mail appeal. There are some additions you can use if you wish. Whether they
will increase your response rate depends on many other variables, but they might.

The Lift Note. A lift note is a small note equivalent to the notes in commercial
direct mail packages that say, “Read this only if you have decided not to buy our
tires.” The note usually appears to be handwritten or at least printed in a different
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font from the text of the letter. It is from someone other than the signer of the let-
ter and provides another compelling reason to give. For example, a letter signed by
Judy Blacetti, director of an organization that helps seniors learn to use computers,
had this lift note:

| didn‘t want to learn to use a computer, but to please my son, | took
a course at the Senior Center. This old dog has learned a lot of new
tricks! | now teach other seniors how to use computers. It's fun, but
also has a serious side, as people do research on medicine they have
been prescribed or on their civil liberties or credit offers to see if they
are legitimate. People can e-mail their kids and grandkids, and some-
times information found on the Internet saves money and may save
lives. The courses are cheap because the teachers are all volunteers.
Won't you help?—Lois Smith, age 82.

Of course, most people will read the lift note first, even though it reads as
though you would read it after the letter. People’s curiosity is aroused and they now
read about Lois Smith in the letter.

A Newspaper Article. If your organization has received positive press, reprint
the article. If possible, reprint it on newspaper-quality paper so that it looks as
though you cut the article out of the paper. People tend to think that if something
was in the newspaper it is more true than if you say it yourself.

An Internal Memorandum. Similar in theory to a lift note, these documents
give readers the impression that they are learning something that they would not
normally be privy to. For example, an organization working to feed starving peo-
ple in the Sudan used this internal memo:

TO: Joe (the director, who signed the letter)
FR: Fred Smythe, Comptroller
RE: Recent food shipment

Joe, we can’t continue to send this much food without a lot more
money. I'm way over budget already and getting more and more re-
quests from the field. There is no way we can send medical supplies
as well. You have got to cut back.
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Joe then scrawls the following note on the memo:

| received this memo &,’uéf @5 | was about ty send you His letter. Please help
with as much as Jou can s soon as you can. Lives hang in the balance.

Fact Sheet. A well-designed, easy-to-read fact sheet highlighting exciting facts
about your organization can take the place of one page of your letter. Many or-
ganizations now use a fact sheet with a two-page letter and their results are as good
as when they used a longer letter. Even though the number of pages is the same, a
fact sheet is handy because the same one can be used with several different letters.
A fact sheet should be on your organization’s stationary. Among the “facts” should
be that you depend on donations from individuals and what the minimum dona-
tion is for a person to become a member of your organization. This information
reinforces the message of the letter, reaches those people who only read the fact
sheet and not the letter, and allows you to use the fact sheet in other kinds of mail-
ings or give it away by itself at rallies, house parties, or other events.

Brochure. Surprisingly, using a brochure in a direct mail appeal will almost al-
ways decrease your response. Brochures are more complicated to look at than fact
sheets or newspaper articles and require more of the reader’s attention. Because a
brochure does not generally emphasize giving, it can wind up holding attention
but not achieving the purpose of the mailing. Brochures are designed to be given
away at special events or to people wanting more information, and to be sent with
personal letters asking for money.

Putting the Package Together

Be sure that your letter and enclosures are free of typographical errors. One typo
can change the meaning of a sentence or more often, render it meaningless; more-
over, typos give a bad impression of your group’s work. Make sure that your re-
turn address and your Web site address are on everything: the reply device, the
letter, and the return envelope. That way if someone loses the return envelope, she
or he can still find you. Although the letter itself should be in a clean, readable font,
the carrier envelope, reply device, and return envelope generally should be in a
larger, bold font. Remember, the only impression that donors recruited by mail
will have of your group will be from what they get in the mail.
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Be sure that the envelope color and the paper stock for your letter do not clash.
Avoid strong colors, such as bright yellows or reds, and any dark-colored paper.
People with vision problems have a difficult time reading type on dark-colored
paper, and you don’t want to lose a prospect because he or she couldn’t read the
letter. Use sharp contrast in your type and paper color so that the words are easy
to read. Use recycled or tree-free paper and soy ink in the printing whenever pos-
sible; if you do, put the recycle graphic on your letter so that people will know you
have paid attention to this detail. Similarly, if possible use a union printer and put
their union “bug” on the letter and envelope. Although response is not necessar-
ily higher, those donors who do notice are pleased that you have not left your val-
ues behind to promote your cause by mail.

Do a spot check of all the printed materials before they are mailed. Sometimes
a printer’s mistake may leave the middle twenty-five letters smeared or blank. Al-
though you can’t look at every piece individually, you may be able to stop a mis-
take from being sent out.

Fold the letter so that the writing appears on the outside rather than on the in-
side, as with a normal letter. A person pulling the letter out from the envelope
should be able to begin reading it without having to unfold it or turn it around.

Some states have laws that require that you to send a copy of each appeal to a
government agency for approval before sending it out or to list your federal iden-
tification number on everything you send. Be sure to investigate and comply with
these laws.

When to Send an Appeal

There is a saying among direct mail consultants that the best time of year to send an
appeal is when it is ready. There is much truth in this saying, because there are no
really bad times of year and no really excellent ones; the best time will always be when
the appeal is fresh and exciting. One thing to keep in mind is that appeals to current
donors may do better at the end of the year than acquisition mailings to potentially
new donors. Moreover, your mailing can be derailed by major natural disasters
(tsunamis, hurricanes, earthquakes) at any time of year.

Every organization needs to adjust the timing of its direct mail appeals accord-
ing to its constituency. Farmers have different schedules than schoolteachers. Your
constituency’s religion and how fervently they practice it will affect some timing.
Elections will affect timing. Even the activities of other organizations your
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constituents belong to may have an impact. As such, you will want to mail over
many months and keep track of what works best for your group.

BENEFITS AND PREMIUMS

An organization that intends to have a large base of donors who repeatedly give
small gifts must establish a workable benefits program. The purpose of a benefits
program is to give donors something tangible for their donation. Benefits are im-
portant for the simple reason that Americans are consumers. We are accustomed
to getting things for our money, and even nonprofit organizations compete for the
consumer dollar on this level.

The psychology of a benefit is this: the donor sends a gift and your organiza-
tion, in gratitude for the gift, sends a free benefit. The donor is not buying the ben-
efit, which costs much less than his or her donation.

Although supporting the work of the organization gives the donor a feeling of
goodwill, this feeling lasts only a little while; the donor needs a reminder of their
gift and of the work of the group. A thank you note is the first reminder. As men-
tioned before, it should go out within seventy-two hours of receipt of the gift.
The second reminder is the item or items that the organization will send the donor
regularly.

In setting up a benefits program, the organization must define what relationship
their donors will have to the organization. If you want your donors to have a feel-
ing of ownership and involvement in your organization, you should consider es-
tablishing a membership program. Each donor is then called a member. If your
bylaws already specify the rights of members, and if you do not wish to give donors
voting or other rights specified by your bylaws, amend your bylaws to include a class
of nonvoting members, number unlimited. If you do not wish to have members,
you might establish giving categories such as “Friend,” “Supporter,” “Benefactor,”
and the like. Or you can create giving categories that do not convey any sense of rel-
ative importance by calling them A, B, C.

After you decide what to call your donors, you must decide what you are going
to give them and whether donors who give more money will get more attention.
Most organizations find it useful to have three donor categories to reflect greater
contribution amounts. Each category has incentives to join at that rate. The cate-
gories might be as follows:
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* Basic: $1-$99—includes basic benefits package
+ Midrange: $99-$999—includes basic package plus a book, T-shirt, or other

incentive

* Major Donor: $1,000 and up—includes the rewards of basic and midrange
giving along with regular reports on the progress of the organization and indi-
vidual attention

The Basic Benefits Package

The most common benefit is a newsletter. Appropriately, this benefit regularly re-
minds donors of your work, encourages them to feel proud of their part in your
accomplishments, and provides information not available elsewhere or a point of
view not generally expressed in the mass media. Other possible basic benefits in-
clude a T-shirt, bumper sticker, bookmark, membership card (which doesn’t have
to entitle the member to anything), discounts to special events, or other educa-
tional materials.

There are two guidelines for choosing benefits for donors. First, the fulfillment
costs (that is, how much money it costs your organization to produce and send the
item you promised) should never be more than one-fifth of the lowest member-
ship category. Second, while you can always add benefits, it is far more difficult to
take them away.

In deciding on a benefits package, then, start with small benefits that you know
your organization can continue to afford and that you have the staff or volunteers
to provide. The difference between a bimonthly newsletter and a quarterly one will
not be nearly as important to the donor as it will be to your budget, staff, and vol-
unteer time.

If you decide to have incentives for larger donations, try to find something that
promotes your organization. A book about the work you do or that is related to a
topic you address is good. Books can usually be purchased directly from the pub-
lisher in quantities of ten or more for 40 percent off the cover price. Paperback vol-
umes are fine. Paperweights, tote bags, bookmarks, bumper stickers, T-shirts, and
the like are all acceptable as well. Specialty merchandising firms can send you cat-
alogs of available items on which they can print your logo or message at low cost.

The problem with books or any other benefit, however, is that it may not be
easy to find a new one every year, which is why many groups offer premiums to
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encourage people to give but do not offer them as rewards for renewing or up-
grading their gifts.

Premiums

Premiums are additional thank you gifts for donating within a specified time
period. Announcement of a premium is often included in the mail appeal letter at
the postscript, whose main purpose is to move the donor to act:

PS Send your gift by December 1 and we will send you a special edi-
tion of a calendar created by a local artist for our group.

Or:

PS We have a limited number of signed lithographs that we will send
to the first fifty donors. Join today.

You don’t want the renewing donor to put your appeal in the pile of bills to be
paid later or to lose the appeal, so you offer a premium to encourage the donor to
act promptly.

Premiums are particularly useful in securing upgraded gifts. The majority of
these donors are probably going to give anyway; the premium simply encourages
them to give sooner and more. For example, letters to people who gave $25 could
entice a higher gift with a statement such as, “Gifts of $40 or more receive two free
tickets to the spring concert.”

The best premiums from your organization’s point of view are ones that you
already have. For example, suppose you are doing a concert and ticket sales are
slow. Offer renewing donors a free ticket for renewing by a certain date. Or sup-
pose you have had too many calendars printed and cannot possibly sell them all
before the beginning of the new year. Offer them as a premium.

In using premiums for acquiring new donors, remember to add the cost of the
premium when figuring the cost of the mail appeal. The cost of the premium will
lower your net income, but if you gain even one or two percentage points in re-
sponse, the cost will be offset.

You can also use premiums when you don’t wish to commit yourself to a reg-
ular benefit—just send the premium item when you have it.

It is imperative to remember that benefits and premiums do not take the place of
personal attention and that many donors do not want more tote bags, refrigerator
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magnets, and the like. In Donor-Centered Fundraising, Penelope Burke cites research
showing that many donors no longer want any “stuft” They would prefer personal
notes on a thank you letter and occasional reports on your work, including reports
given in person at special events or delivered personally through phone calls or letters.

USING DIRECT MAIL TO SEEK RENEWAL GIFTS

The final use of direct mail is to renew gifts on an annual basis. There are many
ways to set up renewal programs, but a simple, tiered renewal program based on
size of gift works well. First, sort your donors according to their giving as small,
midrange, and major donors. Small donors are people whose total giving is less
than $100 in one year. Midrange donors are people giving between $100 and $249
annually, and major donors are people who annually give $250 or more. (You can
adjust these numbers to fit your constituency—the point is to create three cate-
gories of donors who are treated in somewhat different ways.)

You could use direct mail to renew all your donors, with slightly different let-
ters for each tier. However, it is better to use this system: at renewal time, all donors
of small gifts receive a form letter asking them to renew their gift, all donors of
midrange gifts receive a personalized letter, and all major donors receive a personal
letter followed by a phone call and sometimes a visit. Although it is more work to
segment your donor list in this way, your renewal rate will be higher and your
chance of upgrading your donors is better. If you have a smaller donor base (fewer
than five hundred donors), you should personalize as many renewal letters as you
can. (For more on segmenting donor lists, see Chapter Twenty.)

The list of small donors is further divided into four categories according to
when the person gave—spring, summer, autumn, winter. Once each quarter, the
names of donors needing to renew in that quarter are generated from the database
and they are sent a renewal letter with a reply device and return envelope. This is a
much easier system than trying to write to people on the anniversary date of their
gift, and it is much more effective in terms of renewal rates and cash flow than
writing to everyone once a year regardless of when they gave.

The renewal letter follows the format of direct mail appeals. It starts with a sen-
tence or two about the donor, affirming the importance of individual donors to
the health and work of the organization. The letter goes on to list a few of the or-
ganization’s accomplishments during the previous year and asks for a renewal gift,
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requesting that the donor increase their gift if possible. Although a renewal letter
need be no longer than one page, do not jam the letter onto the page. Do not try
to save space by saying so little that you wind up being cryptic or giving the im-
pression that not much actually happened during the year. If you have more to say
about your work than will fit nicely on one page, go on to a second page or the
back of the page. Remember, for these donors especially, what they get from you
in the mail is most or all of what they know about your work.

The reply device should be designed specifically for renewals, so the donor feels
that he or she is a part of a group being asked to give again, rather than a new per-
son being asked to give for the first time. In addition to the renewal, you can use
the renewal reply device to ask the donor for other things, such as in this example:

0 Here are the names of three people | think would be interested in

(Name of Group):

J You may use my name when writing to them.

a | would like membership information to send to (#)___ friends.
Please send me membership packets.

0 I would like information about legacy giving.

O I would like to volunteer. Please get in touch with me at the
following phone number/e-mail address:

Don’t put more than one or two of these other options on the reply device, and
vary them over time. After six to eight weeks, generate a list of any donors who
haven’t renewed yet and send them a shorter and firmer letter:

In your busy day, you may have forgotten to renew your commitment
to Good Group. Please don’t put this letter aside. Renew today.

Most organizations find it effective to send three renewal notices over a six- to
eight-month period. They may then call the donors they have not heard from and
ask them to renew. Donors who haven’t responded after three renewal notices and a
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renewal call and who haven’t given for the past fourteen months or more should be
suppressed from getting a newsletter. Let them miss one or two newsletters before
another notice is sent that says something like this:

We miss you. We need you. I'd like to send you our next newsletter
so you can keep up with all the important work people like you are
making possible. Please use the enclosed form to send in a gift or let
us know why you are not contributing at this time. Thanks.

A word of caution: there are many donors on your list who will respond to re-
quests for extra funds and not to your renewal appeals. In their minds, they have
given already this year. Any gift a person makes during a twelve-month period
makes them a “current” donor. Sometimes organizations that have memberships
get snippy with donors who have given but who haven’t renewed their member-
ship. Unless membership entitles you to something that your other gifts don’t, this
is silly and actually can alienate the donor. When you finally take someone off your
list, make sure they really have not given for at least fourteen months.

Most social change organizations allow people to receive the newsletter or stay on
the mailing list without paying if the person is interested in the group but can’t af-
ford to join or to subscribe. This practice is certainly appropriate; however, you don’t
want to keep people on your list whom you never hear from. Many times these peo-
ple do not read your newsletter or your appeals and don’t even remember how they
got on your list. Because I teach fundraising to hundreds of groups a year, I get a lot
of newsletters and mailings. One organization, to which I have never and will never
donate, has been sending me their newsletter since 1981! I have moved to three dif-
ferent states and had nine different addresses during this time. I have written asking
to be taken off the list, I have called, I have sent the newsletter back marked “Return
to sender.” Keeping me on their list is a waste of resources; unfortunately, I know
from speaking with other people that this kind of waste is not unusual.

We hear stories every so often of someone who was on a group’s list for ten years
without giving a gift and then gave $100,000 or left the organization $20,000 in their
estate. I am sure this happens from time to time, and it is true you will miss these
people. However, the cost of keeping all the people on your list who don’t give on
the off chance that one will give is not sensible. Think of it this way: imagine one
of your poorer donors who works at a low-wage job and sends $35, which may rep-
resent half a day’s pay after taxes. He thinks you are going to do good work with the
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money he sends and probably would not be happy to know that some of his hard-
earned money is being used to send newsletters to people you have not heard from
in years.

Make this your general rule: to be considered an active donor and stay on your
mailing list, a person must show their interest in a tangible way every twelve to six-
teen months. They need to make a donation, indicate that they want to stay on the
list even if they cannot donate, or volunteer. A quarterly renewal system for small
donors will help you keep your mailing list clean and up to date and ensure that
you are not spending money, paper, printing, and staff energy on people who are
not going to respond.

In Chapter Ten I noted that a normal renewal rate is 66 percent—that is, 66 per-
cent of people giving you a gift in one year can be expected to give you a gift the
following year. The remaining 34 percent will not renew. No matter how often you
appeal to people and how wonderful your organization is, many people will only
give once and not again, or some will give two or three times and not again.
Whether they renew probably has little to do with you and more to do with them
changing jobs, marrying, divorcing, moving, getting sick, or changing their giving
priorities because of one of these events. Therefore you must attract enough new
donors every year to replace 34 percent of your donor base.

If your renewal rate is less than 66 percent, you are probably not doing enough
to keep your donors. Examine your program to ensure that you are keeping up the
following practices:

*+ Writing to donors more than once a year asking for money
+ Thanking donors promptly with a personal note

+ Sending at least three renewal notices

+ Keeping records that are accurate and up to date

If your renewal rate is more than 66 percent, your organization does not have
enough donors. Any organization can have an 80 percent to 90 percent renewal
rate if they are only working with a handful of donors. A 66 percent renewal rate
is a sign of health. It means you are bringing enough people into your system to
ensure that you can develop a decent number of major donors if you work with
the other strategies in this book. The donor pyramid gets smaller as your donors
move up from first time to habitual to major donors. There are fewer and fewer at
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each stage. In order to have an adequate number at the top, there must be an ad-
equate number at the bottom.

APPEALING TO CURRENT DONORS

Once your organization has acquired donors, it should appeal to them several times
a year. Too often, appeals to current donors are overlooked. Years of testing have
proven that some donors will respond every time they are asked and others will
give less automatically but more than once a year, and that donor renewal rates are
higher for all donors (even those who do not respond to extra appeals) when they
receive several appeals a year.

Many organizations have discovered that they can raise enough money from
their current donors with repeated appeals to enable them to scale down their re-
cruitment of new donors. Many large organizations appeal to their donors eight
to twelve times a year, which tends to have a saturating, and in the case of many
donors, alienating effect. Experience with hundreds of grassroots social change
organizations shows that two to four appeals a year will raise significantly more
money and increase renewal rates without irritating your donors. Since most peo-
ple who give or buy by mail may get as many as twelve hundred pieces of bulk mail
a year, two to four appeals a year from your group will barely make a ripple in the
volume of mail most of your donors are receiving.

Repeated appeals are successful for a number of reasons. First, a person’s cash
flow can vary greatly from month to month. A person receiving an appeal from a
group he or she supports may have just paid car insurance, so the appeal gets
thrown away. If the organization were to ask again after two more months, the per-
son might have more money available and make a donation.

Second, different people respond to different types of appeals. Sending only one or
two appeals a year does not allow for the variety of choices donors want. Organizations
often discover that donors who regularly give $25 a year will give $50, $100, or more
when appealed to for a special project. People who respond to specific project appeals
are often called bricks-and-mortar people. They “buy” things for an organization:
media spots, food for someone for a week, a job training program, a new building.

We rarely know why people don’t respond to appeals. Despite this lack of knowl-
edge many people are willing to make the assumption that the donor doesn’t want
to give, when any of the following circumstances might be true:
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* The donor has been on vacation and mail has piled up, so anything that is not
a bill or a personal letter, including your appeal, gets tossed.

+ The donor is having personal problems and cannot think of anything else right
now, even though he or she might be quite committed to your group.

* The appeal is lost in the mail.

* The donor meant to give but the appeal got lost or accidentally thrown away
before it could be acted on.

Donors do not feel “dunned to death” by two to four appeals a year. On the
contrary, they get a sense that a lot is happening in the organization. Their loyalty
is developed when they know that their continuing donations are needed. Most
important, they have an opportunity to express their own interests when a partic-
ular appeal matches their concerns.

WHAT TO APPEAL FOR

Once an organization has accepted the idea of sending appeals throughout the
year, they often wonder what they are going to say in each one. Here are twelve
ideas to help you choose some approaches. Some of these appeals are taken from or
modeled on specific groups’ letters. Some will suit one organization better than
another, but almost any organization should be able to find one or two ideas that
they could modify and use for their group. (See Resource B, Variations on the Mail
Appeal Package, for more ideas.)

Seasonal Appeals

End of Year. “Asyou close your books for this year, please remember (organi-
zation). We have many more clients this time of year, and your additional support
can ensure uninterrupted service.”

Beginning of Year. “One of my New Year’s resolutions was to give more
money this year to (organization). I realized that, like many of my resolutions, this
one could fade if I didn’t act now. So I sent an extra $25 on January 5. I imagine
that many of our members made a similar resolution. Perhaps you did. If you
are like me, time may pass without action. So join me, and send that extra dona-
tion now.”
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Holiday Appeals

Lincoln’s Birthday. “President Lincoln was only one of the more famous peo-
ple to be killed with a handgun. I know you want to end this senseless violence. An
extra donation from you, sent today, will give us the extra funds we need to work
on (special program) against handguns (or crime in the street or to strengthen our

community organization activities or to escort people who are alone across cam-

pus).”

Valentine’s Day. “Do you often think of important people on Valentine’s Day?
Do you remember them with flowers, candy, or cards? I know I do. This year, I
thought of other important people in my life—the people at (organization). They
really depend on us, their members, for the financial support they need. Will
you join me in sending an extra donation? You can send flowers or candy as well.
Simply use the enclosed card.”

Labor Day. “A time to take the day off. But what about all the people who want to
work—people who are unemployed? For them Labor Day is another reminder of
their joblessness. Our organization is providing training to thousands of people so
that they can get good jobs in areas needing workers. Remember the unemployed
this Labor Day with a gift to (name of organization).”

Columbus Day. “Columbus discovered America. This is one part of American
history almost everyone knows. The problem is that this is only a half-truth:
Columbus discovered America for white people. There were already people here—
our people. We are Americans. Yet our history since Columbus has been one of
genocide, displacements, and oppression. At the Indigenous People’s Organizing
Project, we are determined to reclaim Columbus Day. You have helped us in the
past. Will you help us, on this holiday, to continue our vital work?”

Thanksgiving Day. “We would like to make Thanksgiving Day a little brighter
for hundreds of people in our city who cannot afford to buy food. With your do-
nation of $14.50, we will provide a family with a turkey and all the trimmings.
Please give whatever you can.”

Winter Holiday (Christmas, Hanukkah, Winter Solstice). “We are just $2,000
short of our goal to buy a new furnace for our runaway house (or send our staff
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person to the state capitol to press for the bill we have been working so hard on or
distribute thousands of leaflets telling seniors how to get their homes insulated for
free). Can you help us meet our goal with a special end-of-year donation?”

Old Standbys

Anniversary. “Our organization is now entering its third (fifth, fiftieth) an-
niversary of service to the community. Celebrate with us by sending $1 (or $10 or
$100) for each year of the important work we have done. For your gift, we will be
pleased to send you a special anniversary parchment, suitable for framing. In ad-
dition, if you donate $1,000 or more, there will be a special reception honoring
Famous Person, who has been so helpful to our cause.”

Famous Person. “I'm Very Famous TV Star. You may have seen me on televi-
sion. In my personal life, I am very concerned about birth control (or tenants’ rights
or public education). I believe that Good Organization defends our rights in this
area. Please join me in supporting them.” (Famous person can be truly famous,
such as a movie star, or someone well known only in your community and widely
respected there.)

Another Member. “My name is . T have been a member of Good
Organization for five years. In that time, I have witnessed the continuing erosion
of our rights and the seemingly malicious efforts of our leaders to take what little
we have left. All that stands between them and us is Good Organization. In the
past five years, our organization has succeeded in (name program successes). That’s
why I am giving a little extra this year. Thirty dollars is not a lot, but it really helps,
and if everyone gave just $30, $50, or even $100, it would really add up. Will you
join me?”

Urgent Need. “We have an urgent need to raise $2,000 to alert the public to
the hazards of chemical dumping being proposed for the east side of town. This
little-known bill, which has the support of our supervisors, will bring unwar-
ranted health hazards to more than one thousand people. The town council is
trying to slide this bill through without our knowledge. We must protest. Help
us stop this outrage now with an extra donation of $25, $35, or whatever you
can send.”
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HANDLING RESPONSES TO YOUR DIRECT MAIL APPEALS

There are few things as thrilling as receiving gifts from a successful mail ap-
peal. When you go to your mail box and pull out all the return envelopes that you
know have gifts made by check or credit card, it is tempting to just deposit the
money and go home early. But receiving the gifts brings on a whole new set
of tasks.

All donors must be thanked, preferably within seventy-two hours of their gift
arriving and certainly within seven days. Sometimes you will not be able to meet
this time frame, so remember that a late thank you is always better than no thank
you. (See also Chapter Seventeen, Writing Thank You Notes.)

The gift must also be recorded (for additional detail, see Chapter Thirty, Keeping
Records). Use the following steps:

+ Photocopy checks before cashing them. This step is a bookkeeping basic, but it
also helps with fundraising, as a lot of information is on a check.

* Note in the database the day the gift arrived, what appeal it was responding to,
and when the thank you note was sent out. Also note new information that
should be entered into the database, such as a new address.

+ Cash the check or run the credit card as soon as possible. People wonder if an
organization really needs money when their check is not deposited quickly or
if their gift does not show up on their next credit card statement.

EVALUATING YOUR APPEAL

In order to know if your appeal has been effective and which of your appeals are
the most effective and why, you must track and evaluate them. Without evalua-
tion, all fundraising is simply shooting in the dark. To get maximum benefit from
a mail appeal program, evaluation is essential. The process of tracking is simple:
you want to note how many people responded to a particular appeal and how
much money each appeal brought in.

Tally the responses as they come in from each appeal. (You can do this on a
spreadsheet program on a computer, but it is really easier to do on a piece of
scratch paper by hand.) The heaviest response will come during the first four weeks
after you could reasonably expect most people to have received the mailing
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(always send one to your organization in order to get a sense of how long it takes

to arrive). Ninety-five percent of the responses will be in by the end of two months.
Your tally might look like this:

Mail Appeal #1 Response
Week Number of Responses Total Received That Week
1 42 $1,680
2 85 $4,675
3 122 $5,002
4 67 $2,345
5 40 $1,600
6 25 $1,000
7 18 $630
8 7 $280

At the end of each week, also track and record the data below. Keeping track

week by week will make the final evaluation much easier. After two months, add

up the responses and the money earned and evaluate the appeal in these

categories:

Total number of gifts received and amount given
Number of donors by category (less than $25, $25-$49, $50—-$99, and so on)

Percentage of response (divide the number of responses by the number of pieces
mailed)

The gift received most often (the mode gift, as described in Chapter Ten, not
the average gift)

Cost of mailing

Ratio of income to expense (divide the amount of money you received by
the amount you spent)

Any narrative comments, such as “Send earlier next time,” or “Joe’s Printing said
he would do free printing next time.”
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The percentage of response and the mode gift are the most important aspects of
the evaluation. The percentage of response tells you much more important infor-
mation than the amount you earned from the mailing. For example, one organiza-
tion’s appeal to one thousand names generated only two responses (0.002 percent);
one response was for $10 but the other was for $1,500! The board was told that the
mail appeal had generated $1,510 but not the percentage of response, so they de-
cided to do more mailings to similar lists. They quickly spent all their profit because
the lists were virtually worthless and their original response (which was extremely
poor) only appeared successful because of the chance response of one major gift.

After you finish your evaluation, place the mail appeal with all of its compo-
nents and the evaluation in a file folder. If you decide to repeat the mailing, you
will have all the information you need in one place.

After several mailings, pull out all the evaluation forms and see what they have
in common. Do some types of lists seem to respond better than others? Did the
mailing offering a special benefit do better than the one without? Does one set of
facts or one particular story seem to stir more people to give?

Remember to test only one variable at a time. You cannot find out if more peo-
ple respond to one benefit or another in a mailing that is also testing a lift-out note
with a letter against a letter alone. Also, you must use portions of the same list to test
responses to different variables. You cannot test one variable on a list to a service club
and another on a list to a group of health activists.

If you have mailed fewer than two thousand pieces, the results of your evalua-
tion will not be statistically significant. However, using your instinct and what in-
formation you are able to garner, you should be able to make some educated
guesses about what is working well with your direct mail program and why.
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Fundraising by Telephone

V\/ith the predictability of gravity, I always know that when I get to the part

of a training or consultation where I recommend using the phone, I am
going to get more pushback than from almost any other strategy. People invari-
ably say, “I hate being phoned.” “I always hang up right away.” “I would never give
to an organization that phoned me.” But usually after four or five expostulations
on the evils of phoning, someone (often someone under thirty-five) will say, “I
gave over the phone just the other night when the library called.” “So did 1,” says
someone else. At that point usually one of the people who never gives by phone
says, “Well, that’s different—that’s the library. I gave to them also.” We laugh and
move on to explore the wide world of dialing for dollars.

For many years, telemarketing grew and grew, and although it was very unpop-
ular, it did work with a large cross section of the population. In 2003, Congress
passed one of the most popular pieces of legislation ever, the “Do Not Call Act.”
You can now opt out of receiving telemarketing calls just by registering your phone
number with a master “Do Not Call” list. Nonprofits are exempt from the Do Not
Call list. Do Not Call has decreased the volume of calls phenomenally, actually
making the environment more friendly to callers from nonprofits.

Phoning works. Phone-a-thons continue to result in a greater percentage of re-
sponse than direct mail, and they are an excellent way of reaching a large number
of people with a (somewhat) personal message.

Like direct mail, phone-a-thons can be modified for small organizations in a way
that allows them both to raise money and not offend donors. The two modifica-
tions small organizations make are to use very warm lists (such as lapsed and cur-
rent donors, friends of board members, staff, and current donors, or lists of donors
to similar organizations) and to use volunteers to do the calling. Even if a person is
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annoyed to be phoned during dinner, they will be less annoyed by a volunteer who
is giving their time and doesn’t sound as smooth as a professional telemarketer.

A basic fundraising axiom is that the closer you can get to the prospect, the
more likely you are to get the gift. Phoning, as a telephone company ad used to say,
is “the next best thing to being there.”

BASIC TECHNIQUE OF THE PHONE-A-THON

In its simplest terms, a phone-a-thon involves a group of volunteers calling peo-
ple to ask them to support your organization with a donation. A phone-a-thon is
an excellent way to involve volunteers in fundraising because it teaches them how
to ask for money in a way that they may find less intimidating than soliciting
donations in face-to-face situations.

Phone-a-thons can be good moneymakers. They are usually inexpensive to pro-
duce and have a high rate of return. Between 5 and 10 percent of the people
reached will contribute, possibly more when calling lapsed donors to renew their
gifts and definitely more when calling current donors about a specific campaign.
The costs involved include printing and postage, any toll-call charges, and food
and drinks for volunteers doing the calling. If you haven’t already, arrange for your
organization to be able to accept credit card donations. You will get larger gifts and
have a smaller loss of pledges using credit cards. (See Chapter Nineteen for more
on accepting gifts by credit card.)

A phone-a-thon can be organized by one or two people. It takes several hours
of preparation followed by a five-hour block of time for the event. Several people
are needed to make all the calls (for how to determine how many people, see the
formula below).

Preparation

To prepare for a phone-a-thon, the organizers take the following eight steps:

Step 1. Prepare the List. Make a list of people who will be called. These po-
tential donors are people who have either expressed an interest in your organiza-
tion, have benefited by something you have done for them, or are past or current
supporters of your organization. People attending community meetings you have
organized, alumnae, and members of and donors to similar organizations are all
prospects. Get their names and look up their phone numbers. (Organizations in
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small towns or rural communities or organizations that serve a specific neighbor-
hood or geographic constituency may be able to use the phone book as their source
of names, but generally this is too cold a list.)

Create a master list of prospects to be called, either by using a computer-based
spreadsheet or a handwritten list with columns for names, phone numbers, codes
indicating the person’s relationship to the organization (L = lapsed, FB = former
board member, CL = client, and so on), and any information it would be helpful
for the telephone volunteer to have, as in the following illustration. The list will
also have a column for recording whether the prospect made a donation and for
how much, which will be filled in after the calling is completed.

January Phone-A-Thon: People to Be Called

Name Phone Code Notes Donation? Amount

If the only phone number you have for a person is known to be for a cell phone,
it’s best not to call, especially when calling for acquisition. When you have a choice
of a home phone or cell phone, use the home phone. If you know that a former
donor, board member, or alumnus does not have a land line, you can call their cell
phone. When reaching someone on a cell phone, it is particularly imperative to
ask whether this is a good time to talk and to be willing to call back or be called
back when the person is at a better point (for example not driving) to talk.

Step 2. Create a File Record or Card for Each Prospect. The volunteers will
use these cards (see illustration) to record the result of the phone call. After the calls
have been made and these cards are filled in, you can use them to check off the
names on the master list and record whether a donation was made and the amount.
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Phone Prospect Record Card

Name Phone Code
Address
Donation made? [dYes: $ [ No

Credit card type and number
Address verified? dYes [dNo

Want more info? [dYes [ No (note whether sent)
[ Not home. Message left? [dYes [dNo

Thank yousent? dYes [ No

Other

Step 3. Set a Date for the Phone-A-Thon. When looking for a date, pay at-
tention to other events in your community. Don’t call, for example, on an evening
when everyone will be at an anniversary party or benefit auction for another group.
Most people find that calling on a Tuesday, Wednesday, or Thursday night between
6 P.M. and 9 P.M. at the beginning of the month (near payday) works best.

Some groups call on weekends with success, but calling on a sunny weekend af-
ternoon may bring people racing in from their yard or interrupt them while en-
tertaining and may irritate more people than necessary. No one is sitting in the sun
on a Wednesday evening at 8:00 p.M. Pay attention as well to what’s on television:
don’t call during the Superbowl, on an election night, or during the Academy
Awards.

Step 4. Write a Script.  Generally, volunteers can ad lib after the second or third
call, but initially a script of what to say gives them a feeling of security. The script
should be brief and to the point, as in the following sample.

SAMPLE PHONE-A-THON SCRIPT

“Hello, my name is Jill Activist, and | am a volunteer with Good Organi-
zation. May | speak with you for a minute?” (Pause for answer.)
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“Thank you. | am calling tonight as a part of a phone-a-thon. Are you
familiar with our work?"” Or “Did you read about us in the Daily Blab?”
Or "Did you receive our recent appeal?”(Pause for answer.)

If the person is a current of former donor, use this sentence instead of
“Are you familiar with our work?”: "You have helped us in the past (or
recently), and first | want to thank you for that.”

If the response indicates little familiarity with the organization’s work,
say "We are a group of concerned people working on . .."” and give a
two-sentence or fifteen-second summary of your work. (Pause.)

If a current donor, then remind the person of your work, "As you
know, we are engaged in . .."

If there is no reaction or a positive reaction from the person being

called, continue: “Our goal tonight is to raise $ . We are asking peo-

ple to help us with a gift of $35 or more. So far, (number of) people

have pledged and we have $ toward our goal. Would you care to

make a donation?” (Pause for answer.)

If the answer is positive, continue: "We are trying to keep track of how
much we have raised. What amount may | put you down for?” (Pause for
answer.) “Thank you so much. Will you be able to pay by credit card?” If
yes, then get the credit card number and whatever other information you
have been instructed to get for credit cards. If the prospect is hesitant to
give you a credit card number, say, "If you prefer, | can send you an enve-
lope for you to use. Let me just verify your address.” (Read the address.)

“Thank you again. Good night.”

In addition to the script, write up a list of questions that volunteers may be
asked, with suggested answers. Include questions and statements such as, “Why
haven’t I heard of you before?” or “I sent you guys money and never got anything.”

Step 5. Prepare Three Letters and Appropriate Enclosures. Samples of each
letter are given below.

A. A Letter for People Who Say Yes
Dear ,
Thank you so much for joining Good Organization with your gift

of $ this evening.
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As you probably know, Good Organization is primarily supported
by donations from people like you. Your gift will help us continue our
work of

. (Describe in two or three sentences.)

Please fill out and return the enclosed card with your check or your
credit card information in the envelope provided. You will begin re-
ceiving our newsletter in two weeks.

Sincerely,
Name of volunteer

Return Card Format

Name
Address
O Enclosed is my pledge of $

. I look forward to receiving the
newsletter and other benefits of membership.

1 Please charge my VISA/MC $
Card #

Expiration date

Name as it appears on card

Signature

Sign me up for the e-newsletter. E-mail address:
Make checks payable to: Good Organization.
Mail to: Our address

Web site: www.goodorganization.org

(Include a return envelope with a first-class stamp affixed.)

B. “Sorry We Missed You” Letter to People Who Weren't Home

Dear

Sorry we missed you this evening. We tried to call you because we
wanted to ask you to join (or renew or tell you more about) Good
Organization.
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Good Organization is . . . (brief summary of not more than three
to five short sentences). Our main program goal for this year is . . .
(The exact language of this paragraph will depend on whether you
are asking for a renewal or a new gift.)

| hope you will want to join us in our important work. For a gift of
$__ ,we will be pleased to send you our quarterly newsletter, The
Right-On Times. For a gift of $100 or more we will include a beauti-
ful (or important) book (or calendar or picture).

Please take a moment to read the enclosed fact sheet, then fill out
the membership form and send it with your check or credit card in-
formation today.

Sincerely,
Name of volunteer

PS For more information and to sign up for our free e-newsletter,
check out our Web site at www.goodorganization.com.

If you have the capacity to take donations online, you will want to note that in
your letter also.

C. Letter to People with Questions about the Organization

Dear ,
Thanks for talking with me this evening.

I am enclosing the information we discussed, which | hope will an-
swer your questions. Please feel free to contact our office to discuss
our organization further if you wish, and check out our Web site at
www.goodorganization.com.

| hope that after reading this information you will decide to make
a donation. | am sure that once you read about us you will agree
that our work is very important. Please support us in whatever way
you can.
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An envelope and membership form are enclosed for your conven-
ience, or you can give online at www.goodorganization.com. | look
forward to hearing from you.

Sincerely,
Name of volunteer

Enclose with both the second and third types of letter a reply card or form that
the donor will fill out (as discussed in Chapter Eleven, The Logistics of Direct
Mail), a fact sheet or brochure about your organization, and a return envelope. It
is not necessary to put a postage stamp on any of these envelopes.

To decide the quantity of each letter to have printed, count the number of peo-
ple you will be calling and assume that you will reach one-third of them on the
night of the phone-a-thon. Of this number, depending on how hot your list is, up
to one-third of those people will say yes and need Letter A; another one-third of
those reached will say, “Send me more information,” and need Letter C; the rest
will say no. The other two-thirds or more of people phoned—those not reached—
will be sent Letter B. Much depends on how good your list is, but this formula
should give you enough letters without having lots of them left over. (You could
also photocopy the letters as you go along, if you have access to a high-quality
copier. If you are working with a small list, you could print each letter off your
computer.) If you do not date the letters and avoid using any reference to a month
or day, you can use the same letters at other phone-a-thons throughout the year.

If you are working with large lists and might have two hundred or more peo-
ple who will receive either Letter B or Letter C, you can send those by bulk mail if
each one is exactly the same. In that case, use the salutation “Dear Friend.”

Step 6. Determine the Number of Phones and Volunteers You Will Need.
To figure out the number of phones you will need, estimate that one person
can make about forty phone calls in an hour (although they will talk to no more
than fifteen people), and that people will call for no more than three hours. There-
fore, one person can make about 120 calls in an evening (including calls to people
who aren’t home) and fill out the appropriate follow-up letters and mailing
envelopes.

To get by with fewer phones, people can work in teams of two to a phone. In this
arrangement, as soon as one person has made a call and is filling in the appropriate
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letter, the other person begins a call. This way the phone is always in use. Sometimes
a phone team agrees that one person will do all the talking and the other will do all
the writing. Phone teams can make about thirty calls an hour or fifteen per volun-
teer per hour. Since most people will not call for three hours straight, you will need
one or two extra volunteers to make maximum use of the phones available.

Suppose you have six hundred names to call. If one person made all the calls it
would take fifteen hours (six hundred calls at forty calls per hour). If each person
has his or her own phone, five volunteers using four or five phones, along with one
or two extra volunteers to spell people, will be able to get through the calls in
one evening. In addition to the calling, allow two to three hours (or one or two
extra volunteers) for stuffing envelopes, making sure all the needed information
is recorded, and cleaning up.

You may wish to conduct the phone-a-thon over two nights. This has two
advantages: You can call more people or use fewer volunteers, and you can call peo-
ple on the second night who weren’t home on the first night.

Step 7. Find a Place. You will need one room or a suite of connected rooms with
one or more telephones in each one. Depending on the number of telephones in your
organization’s office and the number of volunteers you have, you may have enough
lines there. Real estate offices, travel agencies, law firms, large social service organiza-
tions, mail order businesses, and the like are good candidates to let you borrow their
telephones for the evening. You will be trusted not to disrupt or take anything, to clean
up before you leave, and in most cases to pay for any long distance calls.

Sometimes small organizations decide to conduct a phone-a-thon with volun-
teers working from their homes. Although there is nothing wrong with this method
and just as many calls can be made, it is more fun and generates more momentum
to have everyone in the same office. In addition, you will not be able to keep tabs
on the volunteers and make sure that they are being assertive enough in their ask-
ing. In a group setting, successful calls or rude responses can elicit immediate praise
or sympathy as appropriate. A group effort is also helpful in keeping track during
the evening of how much is being pledged. (If you have to use individual homes,
have at least two people at each home.)

Step 8. Recruit Volunteers. Use the phone-a-thon as an opportunity to bring
in some new volunteers. People who have limited time or who cannot volunteer
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during the day can often be recruited to work one evening on a phone-a-thon. It
is a straightforward commitment for a short time period and does not require
preparation outside of a training session during the hour before phoning begins.

THE NIGHT OF THE PHONE-A-THON

The person or committee planning the phone-a-thon should arrive at the place
where the phoning will take place thirty minutes before everyone else. Be sure that
desktops or tabletops where volunteers are to sit are cleared off so that your
papers do not get mixed up with the papers of the person who uses that desk dur-
ing the day. On each desk, put a stack of the three different letters, their enclosures,
the return envelopes, the mailing envelopes, and a couple of pens. Put a list of names
to be called, a stack of cards on which to record the calls, and a script by each phone.

Bring in juice, coffee, and snacks. Pizza, sandwiches, or other simple dinner
food should be provided if volunteers are arriving at dinner time. The food should
be kept in one part of the office, and volunteers should be discouraged from
having food by their phones. Pay attention to details like bringing in napkins,
plates, and eating utensils. In a borrowed space take out your own trash. Do not
serve alcohol.

After all volunteers have arrived, been introduced to each other, and had a
chance to eat, go through the phoning process step by step. Review the script
and make sure people understand and feel comfortable with it. Review difficult
questions they might receive and simulate a few phone calls (one from each of the
response categories: yes, maybe, no). Be sure people understand the different
letters, know what to write on each, what enclosures go with them, and what in-
formation needs to be noted on the cards.

Make people practice at least two times. Have them sit so they can’t see each
other (back-to-back works well) and go through the script, including ad libbing
to questions their mock prospect asks. For a really good practice session, have peo-
ple move to different rooms and call each other on their cell phones. This warming
up is very important. It builds cohesion in the group and allows you, the coordi-
nator, to make sure people are really going to ask. Take a few moments to get feed-
back on the exercise, which will probably have raised some additional questions
beyond those you have already prepared people for.

You will need to decide whether volunteers are to leave a message on an answer-
ing machine or simply hang up. If you're going to send out a “Sorry we missed you”
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letter, you can instruct people to leave a brief message such as the following: “I
wanted to talk with you about our work, but I'll send you some information in-
stead. I hope you'll be able to help us.” Be sure the message you leave is brief, since
people only like to listen to long messages from new lovers or old friends.

After the orientation, each volunteer or phone team goes to a desk. The com-
mittee that has planned the phone-a-thon begins making calls immediately to set
the tone and the pace. When a few people are on the phone, shy volunteers will feel
better about beginning to call. Try to avoid a situation where everyone in the room
is listening to one person’s phone call unless that person feels comfortable with
that role.

A staff person or a phone-a-thon committee member acts as a “floater” He or
she answers questions and fields difficult phone calls. The floater also continually
tallies how much money has been pledged and records the changing total on a large
board visible to the group. (If people are calling from different locations, updated
information can be sent frequently by e-mail or instant message.) The volunteers
then change their scripts to reflect new totals.

Each individual should be encouraged to take breaks as they need to, but the
group as a whole does not take any breaks.

At 9:00 p.M. stop the phoning and begin wrapping up. The first step in wrap-
ping up is to finish addressing all envelopes and to gather up the cards of people
phoned. Gather up any leftover forms, envelopes, letters, and return cards. Tally
the final amount pledged and let the volunteers know how successful the evening
has been. If the amount pledged is below your goal, explain that you set your goal
too high. Do not let the volunteers leave feeling discouraged.

The callers should be able to leave by 9:30 .M., leaving the planning committee
to do any final cleanup.

AFTER THE PHONE-A-THON

Within two or three days, send all the volunteers a thank you note for their partic-
ipation. If you borrowed a space to conduct the phone-a-thon, write the owner or
manager a thank you note as well. Thank everyone for whatever they did to make
the event a success.

During the next two weeks you should collect about 90 percent of the pledges
made. As each one comes in, a thank you note should go out. At the end of two
weeks, go through your list and identify anyone who said they would give but has
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not yet sent in their money. Send them a gentle reminder, like the one below, ac-
companied by a return envelope and a reply form. Most organizations do not find
it worth the time and cost to remind people of their pledge more than once.

Reminder Letter

Dear o

This is just a note to remind you of your pledge to Good Organi-

zation made on the night of . In case you misplaced our
letter and return envelope we enclose another. Thanks again for your
pledge of $

Sincerely,

Name of volunteer

Generally, about 7 percent of people who pledge do not send money. (Some
people’s way of saying no is to say yes and not follow through.) If you have a higher
loss than 7 percent, it may be that your volunteers noted someone as yes who only
said she would think about it. Make sure volunteers understand how important it
is to be accurate and that they need to hear what the prospect said, which may be
different from what the caller wants to hear.

Tally up the final amounts received and write an evaluation of the event. The
evaluation should note how many people were called, how many pledged, how
many pledges were received, how many volunteers participated, where the phone-
a-thon was held, who arranged for the space (if donated), and include copies of all
the letters and return forms used. File all this away so that the next time you do a
phone-a-thon you won’t have to start from scratch.

GETTING PUBLICITY FOR YOUR PHONE-A-THON

A phone-a-thon may be a good time to generate some publicity for your group.
Publicity can make the community more aware of your group’s work and can alert
listeners or readers to the fact that many of them will be receiving phone calls from
your organization on a specific day or evening. The organization’s address, phone
number, and Web site address can be included in all publicity so that people can
make their donation ahead of the phone-a-thon and avoid being called.
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Unless you are on very good terms with press people, the phone-a-thon alone
will not be a newsworthy event. Although radio stations or local newspapers may
run a short press release or a public service announcement (PSA) describing the
phone-a-thon, an article or an interview is unlikely to come out of the phone-a-
thon alone. It would be best, therefore, to use the occasion of the phone-a-thon to
emphasize a new program, tell a human interest story, or have some other news-
worthy reason to get press attention in which you mention the phone-a-thon.

All of your publicity should emphasize the need for community support. Stress
that your organization relies on the community for the bulk of its support—or
wants to rely on the community if you don’t now. Talk about what a gift of $35,
$50, or $100 will do for the group so that people have a sense that a small gift can
make a difference.

Use a Public Figure

One way groups have interested the press is by having one or two famous people
participating in their phone-a-thon. “Famous people” include not only national
celebrities but also people only well known in your community, such as the mayor,
city council members, a well-respected community activist, the president of the
community college, or a major corporate executive. The novelty that someone
famous would help your organization lends credibility to your group. Also, almost
everyone is flattered to be called by someone famous. If you decide to ask public
figures to participate, be sure that they are well liked by your constituency.

Public figures can simply come for the first half-hour of your phone-a-thon and
make a few calls without making an enormous time commitment to the event. It is
an easy way for both you and them to gain goodwill while they show their support
of nonprofit organizations and of the work of your organization in particular.

Court the Media
If you can’t get any publicity through your press contacts, simply send a letter to the
editor of the local paper. Be sure to send it in time for publication (particularly if you
are dealing with a weekly paper). Many groups have found that letters to the editor
are an effective way to get publicity for many issues. Again, give the address, Web site,
and phone number of your organization and the date of the phone-a-thon.

If you do get any publicity (even a simple press mention or public service an-
nouncement aired), write or call press contacts with the results of the phone-a-thon
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and emphasize what a difference their publicity made. Include with your letter a
press release or PSA announcing the success of the phone-a-thon and a statement of
thanks to the community for being supportive. A letter to the editor is also a good
way to follow up publicity. It is important to sound successful even if your phone-
a-thon was not as successful as you had hoped.

There are drawbacks to extensive publicity that should be taken into account be-
fore seeking it. Publicity for a direct service organization may generate more clients
than donors. One organization, whose purpose was to help people with work-
related injuries get the benefits they deserve, got a full-page interview about their
work and their upcoming phone-a-thon in the local paper. The night of the phone-
a-thon, which was held at their office, volunteers were swamped with incoming calls
from people needing the organization’s help. The phone-a-thon was a financial fail-
ure, but the experience certainly demonstrated the need for this group’s work.

A second disadvantage of publicity is that phone calls may keep coming in long
after the phone-a-thon is over. If you gave your office number, your staff or day-
time volunteers will need to respond to those calls in addition to doing their reg-
ular work. While handling the calls is not too time-consuming, making sure the
right information goes out and keeping track of pledges and so forth can be.

If you have taken all these contingencies into account, publicity may turn a good
phone-a-thon into a giant fundraising success.

OTHER USES OF THE PHONE-A-THON

There are three more common uses of the phone-a-thon technique: using the
phone only to get prospects, following a mail appeal with a phone-a-thon, and
using a phone-a-thon to renew lapsed donors.

Phoning for Prospects
This takeoff on a sales technique means phoning a large number of people, giving
basic information about your organization, and asking if the person would like to
know more. If the person says yes, he or she turns into a prospect. There is no at-
tempt to solicit a gift at the time of the phone call. The purpose of the call is to cre-
ate a hot list for later fundraising mail appeals.

During the telephone conversation the caller determines the degree of interest
by asking the prospect some open-ended questions about what they know of the
organization and whether they support its work. When interest is present, the
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prospect will be sent more information about the organization and a list of ways
that they can help, including giving money. Some organizations use this opportu-
nity to seek new volunteers, get support for or against a piece of legislation, or ask
for items that the program needs (for example, a shelter might ask for food or
clothing). A return envelope is included in the mailing.

This strategy does not raise money per se. Instead it acquires donors. The costs
of phoning and of any mail and follow-up may well be only slightly less than the
total amount received as gifts. Nevertheless, the organization now has a group of
new donors, many of whom will renew the following year and may give in response
to appeals during the current year.

This strategy is best for new groups that do not have an established constituency
or for groups that have little name recognition even if they have existed for some
time. It also works well for political organizations seeking to familiarize people
with their candidate or their election issue.

The script and the training of volunteers for calling are different for this method
than with an ordinary phone-a-thon. The purpose of the call is only to determine
interest and to get permission to send more information. Therefore, the script
would be something like the following example:

SCRIPT TO DETERMINE INTEREST

“Hello, | am Jane Smith, a volunteer with Shelter for the Homeless. |
would like to talk to you for a minute, and | will not be asking you for
money. Is this a good time?” (Pause.) “Thank you. I'll be brief. Have you
heard of our program?” (Pause.)

If the answer is “No"” or | dont know very much,” continue: “Shelter
for the Homeless is a thirty-bed facility for homeless single people and
families. It also provides job counseling and referral, meals, and child care
so that parents can look for work. Did you know that there are more than
two thousand homeless people in our community and more arriving every
day?” (Pause.) “We know that some people disagree with our approach
or feel that some of the people using our services are freeloading, while
many other people believe our program provides an important commu-
nity service. What do you think?”
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Generally, the answers fall into three categories:

* People who are basically in favor of your work

* People who like your program generally but have a specific objection to some-
thing about it

+ People who feel that everyone should help themselves and that your program
is undermining the moral fabric of the country

For answers in the first category, the caller in this example might say:

“1'm glad you feel that way. The shelter relies on community support for
more than three-fourths of its budget, and it is good to know that mem-
bers of the community like what we are doing. | wonder if | could send
you a brochure and some other information about our services and about
different ways that citizens can help us. There is no obligation and no one
will call you afterwards, but you may find the information interesting.”
(Pause for answer.)

If the answer is yes, then verify the name and address, thank the person for his
or her time, and say good night.

If the answer falls in the second category, the specific objection in this case
might be something along this line: “I support the ideals of your program, but
the problem is that more people move to our community because you are here.
We can’t continue to absorb people this fast.”

The caller needs to agree with the prospect in some way in order to acknowl-
edge that the prospect’s objection is valid. In this case, the caller could say:

"It does seem that the more services that are provided the more people
there are who need them and that it's an endless cycle.” (Pause.) “But in
our case it is interesting to know that no more people are moving here
now than before we opened the shelter.” Or “Communities with no serv-
ices for homeless people are also finding their homeless population is
growing. In fact, sometimes people who are out of work call us from
other states and we are able to discourage them from moving here be-
cause our economy is so tight right now. Then they don’t have to come
and learn the hard way."”
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When a person’s objection is acknowledged as valid and then corrected or new
information is supplied, he or she usually becomes more receptive. If the person
says something like, “T didn’t know that,” or “T am glad to hear that,” ask if you can
send him or her more information just as for prospects in category one.

In case of answers in the last category, simply say (and mean it), “I appreciate
your candidness. It helps us to know why people don’t like our program. Thanks
for your time. Good night.”

Training volunteers for this type of phone work is much more detailed. Volun-
teers must be able to listen, deal with difficult questions, and know when to give
up. Each call will take longer than calls in a fundraising phone-a-thon. Callers must
be clear that they are only calling to determine interest, not to convert people.

Callers should practice handling difficult questions and responding in depth,
and they should familiarize themselves with many facts about the organization and
the issues.

No list is needed for this phone-a-thon. The phone book can be used or you can
do a random calling of any list of people. You can also use this strategy to determine
the interest of people who give to an organization doing work in an entirely differ-
ent arena from yours, but where there could be a connection. For example an AIDS-
related service organization traded their list for a list of donors from several arts
organizations and called them to determine their interest in the service organization.
Because the arts community has been hard hit by the AIDS epidemic, there was a
high level of interest and the arts group gained many new donors.

You may want to consider using professional telemarketers for this type of
phoning. Although you will pay them, they are used to dealing with objections and
can be counted on not to take people’s comments personally. There are many rep-
utable telemarketing firms, some of which specialize in phoning for nonprofits.
Your organization may be too small for them to consider taking you on as a client,
but they may have freelance people you could hire. You may also want to consider
asking someone from such a firm to provide the training to your volunteers.

Phoning After a Mail Appeal

This method is quite straightforward. A mail appeal is sent to a list of prospects.
After two weeks, all the prospects who have not sent money are called. The pur-
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pose of this method is to increase the return from the mail appeal.

The script is the only part that is slightly different from a regular fundraising
phone-a-thon, in that a sentence is added such as, “I am Joe Reilly from the
Greenbelt Project. We recently sent you a letter about our work. Did you have a
chance to read it?” Depending on the answer, the rest of the script is the same as
that described in the first section of this chapter. If the person has read the letter
and seems in favor of your goals, skip right to the question, “Will you be able to
help us with a giftof $__ ?”

You will not indicate in the original letter that the prospects will be called. You
want as many people as possible to send in their gift without being called. Some
organizations have successfully tried a variation on this method by telling prospects
in a letter that they will be called unless the organization hears from them by a
certain date prior to the phone-a-thon.

Phoning for Renewals
As discussed earlier, in average organizations about one-third of all members do
not renew their donations from one year to the next. As a result, organizations
spend most of their renewal budget trying to woo these recalcitrant members back
into the fold. Usually, an organization will send the member two or three renewal
letters one month apart, each notice firmer or more pleading than the one before.

The phone-a-thon can be used in place of either the second or third renewal no-
tice. In addition to saving the cost of printing and postage, it provides a way to have
much more personal contact with donors than is generally possible. Over time you
will notice a cross section of your donors who respond more to being phoned than
to mail. For those people, you may not send any renewal letter, but instead call them
each year. (See also Chapter Twenty, Segmenting Donor Lists to Build Loyalty.)

Many organizations have renewal phone-a-thons twice a year. They find that
although the response to a second or third renewal letter is 2 to 5 percent and
sometimes less, the response to phoning is at least 10 percent and can be as high
as 30 percent. These organizations are cutting their member losses by 5 percent or
more. This guarantees that the organization will have at least a 66 percent renewal
rate, and they may be able to add another 5 percent onto that.

A renewal phone-a-thon is almost exactly like a regular fundraising phone-a-
thon. First, identify from your mailing list all the people whose memberships have
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expired within the last six months, or if your organization doesn’t have members,
those donors who have not given in thirteen or more months, not including those
who have had less than a month to renew. (Unless your organization is in a terri-
ble financial bind and you really need the money, a person will feel harassed if you
call too soon after your first renewal notice is sent.)

Next, prepare the letters to thank people for renewing and to contact people
who weren’t home when you called, as discussed in the first section of this chap-
ter. Both of these letters are brief. The point is to remind the member of his or her
commitment to give; there is no need to convince the person of the worthiness of
your organization. Each letter is accompanied by a return envelope and a return
form (pledge card).

When volunteers call the lapsed donors, they will generally hear the following
reasons for not renewing: out of work, forgot about it, thought they had renewed,
didn’t receive the renewal letter, or they were just about to renew and are glad
you called.

It is important to believe whatever the member might say. A person who claims
to have renewed although you have no record of receiving their renewal could be
asked to produce a canceled check, but it is easier and more productive simply to
take their word for it and reinstate them on the mailing list. Follow the adage, “The
customer is always right.”

When someone says that they no longer agree with the course you are taking
or that they have a disagreement about a particular issue, ask them to explain. It
may shed light on how the public perceives something you have done or you may
be able to clear up a misunderstanding.

At the end of the phone-a-thon, make sure you have carefully sorted all the
names into those who have renewed, those who requested to be taken off the mail-
ing list, and those who were not home. Deal with complaints that same evening
with a letter such as this:

Dear Mr. Upset,

We are sorry you have not received your newsletter for the past
two years. At your request, here are all the back copies you have
missed. We will enter your name on our mailing list for the next year
as a complimentary member. Your past support means a lot to us, and
again, we apologize.
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As you can see, grassroots organizations can take advantage of fundraising by
telephone. In addition to raising money, finding prospects, increasing renewal rates,
and allowing an organization to have more personal contact with it donors,
fundraising by telephone has an added advantage of teaching volunteers how to
ask for money. The skills volunteers learn through phone-a-thons can then be put

to use in major donor campaigns.
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Using the Internet

The fastest-growing area of fundraising in the world is on the Internet. Online
giving, using e-mail to keep in touch with donors and even to solicit dona-
tions, and organizational blogs and e-newsletters are in wide use. However, the
Internet has also proved to be disappointing to a large number of grassroots or-
ganizations that saw visions of sugar plums if they only built a fancy Web site
or started an e-newsletter. Although some organizations raise $100,000 or more
every year online, dozens more report getting only a handful of new donors using
the same technology. So what should a small, probably never-going-to-be-famous
organization do with regard to the Internet and fundraising? How much should
such a group invest and what kind of returns should they look for?

Although references to using the Internet occur throughout this book, this
chapter focuses more specifically on using a Web site for fundraising. I must con-
fess at the outset that, either by generation or temperament or both, I find the kind
of communication that other (often younger) people take for granted—text mes-
sages, instant messaging, e-vites—still feels new to me and not that interesting. I
find e-mail to be in equal parts helpful and bothersome. I’d rather pick up the
phone than send an e-mail, I dislike instant messaging, and I have never sent a text
message. My personal virtual preferences may provide a clue to those of many oth-
ers and a warning not to assume universal familiarity or ease with the technology
on the part of your donors.

There are two other considerations as well: first, everything in this chapter runs
the risk of being outdated almost before the book is published; and second, there
is a clear digital divide between large or high-profile nonprofits and small, grass-
roots nonprofits. Figuring out how much time and energy an organization with
one or two beleaguered staff and an already highly involved group of volunteers
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should put into expanding their Web presence is tricky and will vary from organ-
ization to organization.

All that notwithstanding, I do recognize that there are wonderful opportuni-
ties on the Internet for fundraising, and every organization, regardless of how tiny
or rural, can and should take advantage of what the Internet has to offer. Of
course, as with all fundraising, anything you do on the Internet needs to be part
of a larger plan, coordinated with all other communication, and integrated with
your programs. That there are no stand-alone strategies is quite obvious with the
Internet.

The advantages of the Internet are clear. More than sixty million Americans use
e-mail every week, and about half that many surf the Web. Of the 80 percent of
private-sector funding donated by individuals, giving through the Internet ac-
counts for an exponentially increasing number of donations, particularly gifts in
the $35 to $250 range. Some organizations report that gifts given over the Inter-
net are larger than those given by direct mail. Giving online is growing by leaps
and bounds; many Internet experts predict that as much as 40 percent of small do-
nations will be made online within the next five years. Knowing how to attract,
and more important, keep donors online is a new science and we learn more about
how to do this every day. I encourage you to go online and see all the information
that is available. (See Resource E, For Further Information, for a number of help-
ful Web sites and books about fundraising on the Internet.)

For many nonprofits, organizing and fundraising via the World Wide Web is
tailor-made for a culture that increasingly expects everything to be available all the
time. The Web is a 24/7 proposition (available twenty-four hours a day, seven days
a week) that allows your organization to be “open” across time zones and interna-
tional boundaries even when your office is not.

The digital divide between rich and poor decreases daily as corporate and in-
dividual donors make sure that libraries and schools are outfitted with the latest
technology. Internet access at senior centers, community centers, and Internet cafes
makes access to the Internet possible across all class, race, and age lines and means
Internet access is almost universal. In fact, one of the fastest-growing populations
of Internet users is senior citizens. The divide is far from over, however, and or-
ganizations serving poor and rural communities have a different experience—even

of the use of e-mail—than organizations in larger communities.
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THE ABSOLUTE NECESSITIES

To take advantage of the fundraising capabilities of the Internet, there are some
things you must have: e-mail and high-speed service, your own domain name, and
your own Web site.

E-Mail and High-Speed Service

The vast majority of even tiny nonprofits now have e-mail; if you don’t have it, you
need to get it. Not having e-mail puts you at almost the same disadvantage as not
having a telephone. Further, you need to have high-speed Internet access rather
than dial-up, unless high-speed access—via satellite, cable, or DSL—is not avail-
able in your community. The time you waste waiting to get online with a dial-up
service costs you far more than the monthly cost of a high-speed service.

Your Own Domain Name

You also need your own domain name—that is, the name by which you are rec-
ognized on the Internet. A domain name costs between $100 and $150 per year
and allows you to build a consistent brand and to promote the name of your or-
ganization. If for some reason the name of your organization is not available as a
domain name, then use a phrase that will remind people of your work. “Youth-
forchange” or “Homesforall” or something close to your organization’s name and
message will work for a domain name.

Your Own Web Site

A Web site is almost as imperative as e-mail, but it needs to be conceptualized as
part of your communications plan. Just to take some obvious examples, the logo
on your Web site needs to be the same as the logo on your letterhead. Just as you
think about the audience you are writing to in a direct mail appeal or who will
come to your special event, you need to think about who is going to use your Web
site and tailor it to that audience. Look at the Web sites of organizations that are
similar to yours and see what they have done.

Don’t try to save money by building a site cheaply or using someone to build
the site who understands only the technology and not the marketing of Web sites.
Hiring a Web designer is a good investment. Designing a Web site can cost almost
any amount of money, but be prepared to spend at least $500. As you budget for
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it, think about what you get with a Web site—anyone in the whole world who has
access to the Internet can now find out about your organization. Many people will
never visit you in person; this will be their only impression of you.

A Web presence and Web strategy can easily cost $5,000 even for a small or-
ganization, so this is a project you might want to approach your major donors to
underwrite. Many sophisticated donors understand the need for a high-quality In-
ternet presence and will help you with an extra gift. Dropping unprofitable
fundraising strategies and freeing up the money to focus on your Web site is an-
other way to pay for it. Many groups have found the money for their site simply
by eliminating people from their mailing list who have never donated or haven’t
made a gift in several years. One organization with a mailing list of ten thousand
and a donor base of two thousand dropped five thousand names from their list
after they figured out that it was costing them $2 per person per year to keep those
nondonors on the list. They invested the $10,000 they saved into creating and
maintaining what is now a successful Web site.

Of course, having a Web site is not like having a refrigerator or having a paint-
ing, where the initial investment is almost all the money you are going to spend.
A Web site is actually more like the laundry—you no sooner catch up with the
laundry than you are behind again. The site needs new content at least monthly,
and it will need to be redesigned every few years. These are expenses you must plan
for. Most small organizations find that having a talented freelance webmaster is
the best solution. Some organizations have an in-house webmaster whose job is to
maintain the organization’s Web presence as well as manage other communica-
tions and publications.

Most organizations that I work with have a Web site, and in many cases their
sites are pretty good. However, they are often lacking one critical detail, which is a

»

“donate now” icon on the home page and on as many other pages as possible.
The “donate now” button can take a user to a page that they download, fill out,
and send in with a check the old-fashioned way. However, if you accept credit
cards—and doing so is something you should explore—figure out how to have
people become donors online using their credit card. One way to be able to accept
credit cards is through a service such as Network for Good or Groundspring, non-
profits that exist to collect donations for other nonprofits and that can handle
credit card donations and even pledges. If you anticipate a high enough volume
or you sell products and services on your site as well as accept donations, you will
want to explore having your own system.
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DRIVING TRAFFIC TO YOUR SITE

Part of the planning for your site is determining who it is for and how you are
going to get these people to visit it. This is called “driving traffic” to the site; it is
the difference between a merely well-designed site and a successful one. There are
literally billions of Web sites in the world, and some of the nicest ones remain un-
known and unvisited because no one thinks to look for them. There are some sim-
ple and low-cost ways to drive traffic to your site.

Make sure your Web address is on everything you publish—your business cards,
your e-mail signature, your letterhead, your newsletter (in several places, often
as a footer on the bottom of each page)—and that it is part of your voice mail
message and on any information you give out about your organization.

Register with all the key search engines: Yahoo, Google, and the like (find a list
of current search engines at www.searchenginewatch.com). Further, ask your
webmaster to make sure that your “meta tag” and “title”—two items hidden at
the top of the code for your site—have as many relevant words as possible so
that search engines can index your site. Get help thinking through the two- or
three-word title for your organization that will show up in a Web search as a
description of your organization and that you want people to click on to come
to your Web site. For example, if I type your issue and the town I live in into
Google or another search engine, your site should come up in the results, prefer-
ably at or near the top of the list. The three words that will be used in the sen-
tence that describes your group need to be accurate and interesting so that I will
want to click on them and go to your homepage.

Make sure that any directories of nonprofits, service providers, chambers of
commerce, and so on list your Web site along with your postal address.

Link to other organizations and make sure they link to you. Make a list of or-
ganizations you would see as allies or as offering complementary information
to yours and make sure that people can go to their sites from yours and vice-
versa. Every so often visit related sites and see what they say about you.

E-mail is one of the best ways to get people to visit your site. A simple and easy thing
to do is to gather as many e-mail addresses of donors as you can and send them an
e-mail newsletter or e-mail alert each month or quarter. You can use this commu-
nication to announce new content on your site or to suggest action, about which
they learn more details by going to your site from a link in the e-mail message.
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As with all fundraising strategies, never promise on the front end what you can’t
deliver on the back end. If you say your e-newsletter is quarterly, it has to come out
quarterly and not twice a year! I have signed up for more than a dozen e-newsletters
and never gotten them. On the other hand, I am on lists of e-newsletters that I never
signed up for. It does not make sense to add someone to your list who hasn’t asked
to be on it, and it really doesn’t make sense not to add people when they have used
your Web site to sign up. Be sure that “fulfillment”—the cost in time and money to
fulfill promises made—is built into to all your planning.

USES OF E-MAIL

E-mail can be used in a variety of ways to help build and maintain a donor base,
including e-newsletters, correspondence with donors, and keeping board mem-
bers and volunteers up to date.

E-Mail Newsletters

Some organizations simply post their paper newsletter on their Web site. Other
organizations have done away with paper newsletters altogether and only send
e-newsletters. Neither of these decisions is proving to be wise. E-newsletters and
paper newsletters are actually quite different. An e-newsletter is much shorter, both
overall and in each story, than a printed newsletter. In an e-newsletter, you tell a
short version of the story, then provide a hyperlink that takes readers to your Web
site for more information. An e-mail newsletter generally emphasizes different in-
formation than your paper newsletter, and you hope some cross section of donors
will read both. For these reasons, e-newsletters and paper newsletters need to be
conceptualized as different forms of communication. Having only an e-newsletter
can decrease your visibility to donors, since that kind of newsletter is far too easily
deleted from a long list of e-mail.

VIRTUAL OR PAPER?

The Grassroots Fundraising Journal, a magazine | co-founded in 1981, is
constantly looking for ways to save money in order not to have to increase
subscription rates. One of our largest costs is printing and postage, so we
mentioned in a regular “Letter from the Publisher” column that we were
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exploring moving the Journal from paper to an e-format. We asked read-
ers to send us their reactions if they had any. Interestingly, we got more
response to this possibility than to anything else we had ever published!
Dozens of readers e-mailed or wrote in with their opinions. Only one per-
son spoke in favor of going virtual and one other said she was willing to
see the Journal move to a virtual format. Everyone else, many of whom
identified themselves as “under thirty,” asked, begged, and pleaded for us
to stay in paper. Some wrote about when they read the Journal: “I read the
Journal on the subway on the way to work.” “I read the Journal sitting in
the car waiting for my kids to come out of school in the afternoon.” “I al-
ways take the Journal with me and read it whenever | am waiting for a
meeting to start.” Many others wrote about their relationship with com-
puters: “l am on my computer all day and | do not want to have to read
the Journal online.” “I already spend a lot of time downloading and print-
ing other stuff—you would just be pushing the cost of printing on to me.”
"] get so sick of being on the computer, and the Journal is something | can
take outside on my lunch hour.” Some readers even offered to pay a higher
subscription rate to keep the Journal in paper (the solution we actually suc-
cessfully moved to). To me, this was a lesson in the value of asking your
constituents what they think and also in the fact that communicating on
paper is far from over, even in this high-tech age.

E-mail is especially effective for posting information alerts or calls to action—
anything that requires an instant response. And unlike paper, to send one hundred
thousand messages by e-mail costs no more than sending one or one hundred.

Corresponding with Donors

You can also use e-mail to correspond with donors (although do not use it as the
only way you send thank you notes). When you leave a message for a donor on the
phone, leave both your phone number and your e-mail address as a way to get back
to you. There are more and more instances of an entire solicitation being done on-
line, with a commitment to a gift given by e-mail. E-mail can be used in the place
of an introductory postal letter—in fact it can be used most places where you
might have used postal mail, with one caveat: it is still worth the personal touch
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to send handwritten (if possible) thank you notes through the postal mail (for
more on thanking people, see Chapter Seventeen).

E-mail is a great way to send short notes to major donors during the year, keep-
ing them posted on things you think they would find of interest. The savings in
dollars and time of maintaining relationships by e-mail is one of its great benefits.

Working with the Board and Volunteers

E-mail is an excellent way to keep board members and volunteers posted on in-
ternal happenings that would be interesting to them but would not go in a general
newsletter. Many groups use e-mail to encourage board member efforts in
fundraising with notes like this: “Update on Major Donor Campaign. Eric
Johnson just concluded a request for $1,000 and the donor is sending it today. He
is following up with three other prospects. Martha was finally able to set up a meet-
ing with the two donors who may give us $10,000 on Tuesday. Keep your fingers
crossed. Earlyse is the leader in number of gifts so far—five at $250 and four at
$100! Good work, everyone!”

Some organizations have created an internal listserv of board and staff mem-
bers, enabling any of them to post information to the group. Some organizations
have a member listserv, where any member can ask a question, give advice, or an-
nounce upcoming events. This feature is particularly useful in coalitions or asso-
ciations of several organizations. In this situation, someone needs to moderate the
listserv to make sure that one or two people don’t dominate or that the content
stays focused.

Some organizations are also taking advantage of blogging, a form of communi-
cation that was originally a personal posting of a diary or a journal (known as a Web
log). Most of us are familiar with blogs that are sent by friends who are traveling to
fun and interesting places or are having some other kinds of adventures they want
to share with a number of people and are willing to have read by anyone who comes
across the blog. Executive directors, board chairs, and sometimes program staff are
now starting blogs reflecting on various aspects of their work and their personal feel-
ings and thoughts about it. Blogs can come out as frequently or infrequently as the
person wants, as they don’t carry the expectation of regularity that a newsletter im-
plies. Further, a blog can contain much more emotional content and often creates a
different and sometimes deeper relationship with readers than a newsletter. People
can respond to blogs, so they also can be a way of testing an idea.
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RECEIVING DONATIONS AND PAYMENT ONLINE

There are two ways to receive donations online: by creating a secure area on your
Web site where people can make donations or purchases, or by using a charity por-
tal to handle payment transactions for you.

Creating a Secure Area

If your organization already has the capacity to accept donations via credit cards and
electronic fund transfers, and you have items for sale or you can expect to receive a
number of donations through your Web site, you will want to have a “secured area”
on your site where people can key in their credit card number to donate or buy on-
line with the assurance that their transaction is safe (by being encrypted before it is
transmitted).

Many organizations have found receiving donations or making sales this way to
be extremely lucrative, but it also adds a layer of work. Someone has to download
the orders and fill them. The site has to be programmed to send an automated reply
message acknowledging the order or donation. Credit card numbers have to be
processed. All of this work will be worth it as the site gets more traffic and more do-
nations come in, but there is an initial investment that may take a while to pay off.

Charity Portals

Another way to receive donations or fees for goods is by using what’s known as a
charity portal. These are Web sites run by both for-profit and nonprofit groups
that list a variety of charities on a site, with a description of each charity and a way
to donate to each one. The theory is that there are people wanting to give money
who do not have a way to find groups that meet their values. These people would
go to a charity portal, look under “children,” or “environment,” or whatever they
care most about and find names and descriptions of groups they can give to. When
they donate, the sponsor of the portal takes a small percentage of the donation and
sends the rest to the specified charity. Some portals are designed to let people buy
products, then donate a portion of the sale to a charity.

If you decide to register your group with a portal, try to choose one that is it-
self a nonprofit. A nonprofit portal is less likely to advertise to your donors or to
sell information they have gleaned about your donors to other advertisers. Make
sure you know what you get from being registered and what the costs are. Also,
make sure you will be sent the names and addresses of the donors and not just the
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money the donors sent. Some donors have been disgruntled to learn that the char-
ity they chose never knew who they were, but that their name was sold to other
Internet companies or catalog companies wanting to expand their pool of poten-
tial customers.

Remember that above all, you want people coming to your Web site, where they
can be invited to make a donation. Anything you do, including being listed on an-
other site, needs to lead to that end.

NO MIRACLE, BUT ANOTHER STRATEGY TO EXPLORE

The Internet is neither a miracle cure to your fundraising problems nor something
to be suspicious of. It is simply another strategy. It appeals to a younger, generally
well-educated and possibly affluent group of people. It appeals to people who feel
that they have little or no time. Through search engines, it allows people who may
have never heard of your group to find out about it. The Internet can be used to
build a certain kind of feeling of belonging on the part of people who may never
make it to your office or to an event you put on.

Using the Internet effectively requires an ongoing investment of time and
money. For organizations that make that investment and don’t try to short-circuit
the process, it can be worth the effort.
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chapter

Establishing Voluntary
Fees for Service

The director of a program serving seniors in a small industrial city in
Michigan described his experience in starting a fee-for-service income stream.
His organization provides a wide range of services to people sixty-five and older,
including Meals on Wheels; transportation to medical appointments; help with
doing taxes or dealing with Social Security, Medicare, and private insurance; leisure
activities in a community center as well as field trips; and help with aging parents.
All of these services had been free. The agency’s $750,000 budget was mostly pro-
vided by United Way, grants from the city and county, and some foundation grants.
The director was very good about writing proposals, submitting reports, and main-
taining relationships with those funders. A small percentage of the budget—about
$15,000—came from individuals, but there was no real system in place to acquire
or renew these gifts.

Five years ago, the city entered into a state of decline, with high unemployment
and a low priority on senior services. During that time, the city first cut and then
completely withdrew its funding for the senior program. The United Way also cut
their contributions by half, with further cuts expected. Reluctantly, the senior serv-
ice program director created a free-will donation system to encourage those who
used the service to contribute toward its cost. He posted a large sign in the com-

munity center:
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The Cost of Providing Services

One delivery of a meal (Meals on Wheels) $7.00
One trip to and from a medical appointment $5.00
Support group counselor (per person) $7.00
Private counseling (per hour) $40.00
Lunch at the community center $5.00
Field trips per person per day $10.00
Magazine subscriptions (average) $15.00
Books and DVDs for the library (average) $12.00
Internet access (per day) $5.00
New games for the game room (average) $15.00

Any amount you can pay toward these services is gratefully accepted and
will be put right to work.

Thank you.

This same announcement now appears in the program’s newsletter, on its Web
site, and on a sign in their van. No one actually asks for money. To donate, one has
to be able to read the sign, then put money in a box, hand it to the person in
charge, or give online.

Over the past three years, this director reports, there has been a 300 percent in-
crease in the number of people using the various services the center provides. Puz-
zled, he has investigated. Has the town’s senior population tripled? No. Are three
times as many seniors falling into need for these services? No. Finally, he surveyed
center users about what brought them to the center, how they found out about it,
and what they liked about it. Among other things, he learned that people liked
being able to pay for the service. Several people made comments to that effect:

“I never used this place before because I don’t like taking things for free. I am
not so poor to need free service. I can pay my own way.”
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“I can take care of myself pretty good and I don’t need handouts. I've worked
hard all my life. I like coming to the center and seeing people, and the prices are
affordable. Sometimes I put in a little extra for someone who isn’t as well off”

The experience of this organization is repeated over and over again as organiza-
tions, forced to start suggesting donations to their clients, discover that many of the
clients prefer to pay. More and more organizations are realizing that giving services
away to people perpetuates a patronizing and condescending system in which some
people are seen as needy and others as those who meet needs. Further, when clients
pay what they can, they feel empowered to demand better services or to ask questions
of their service provider. These reactions strengthen the organization providing the
service, as they begin to get accurate feedback on their work. From a fundraising view-
point, fees can also provide an income stream that helps keep an organization afloat.

Many nonprofit organizations have mandatory fees. They charge below the
“market rate” for their service, but in order to get the service, one has to pay a fixed
price or a fee determined by some criteria, such as income or reimbursement from
insurance. Health clubs, counseling services, job training and placement services,
public swimming pools and recreation areas, national and state parks—many of
these have mandatory fees.

This chapter discusses how organizations that have traditionally provided
free services and wish to charge voluntary fees can determine those fees and
collect them.

VOLUNTARY FEES

You can charge voluntary fees in one of two ways: you can still provide services for
free but request money to help cover the cost, or you can ask that people pay an
amount they choose for the service, with whatever they pay being acceptable.

Which system you use depends on the nature of your clients. Organizations
serving the homeless will probably not require a contribution. Cultural organiza-
tions, groups serving the working poor, mental health providers, and so on may
opt to require some payment.

You can also mix the two methods. For example, one homeless shelter provides
shelter, showers, and clothing for free and does not attempt to charge. But they
have a suggested voluntary donation of $0.50 for meals and a mandatory process-
ing fee of $10 for job placement (collected after the person has received their first
paycheck). This agency now receives donations from clients for almost 70 percent
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of their meals served, with many people giving $1, and a collection rate of 80 per-
cent on their job fee.

Museums, theaters, and other cultural facilities will often have a mandatory fee,
but their schedule will also include a day or evening when admission is free or they
may waive the fee to a resident of the city or someone under sixteen years old or
a senior. Corporations will sometimes underwrite a day at an art museum or the
botanical garden in exchange for good publicity. The group then advertises that its
facility is free to everyone on that day.

STAYING LEGAL

Charging fees is not illegal, but if you are asking for donations rather than fees,
they must be perceived as voluntary by the client for you to be true to your non-
profit status. No coercive measures can be used to collect voluntary fees. A coer-
cive action would be one that makes a person feel the service was not really free,
that he or she was the only one asking for free service, or some other method of
seeming to intimidate a person into paying something or more than they want to.
Behavior that is coercive can be a matter of perception, but any obviously coercive
actions need to be avoided.

Here’s an example: one free-meal program separated those who had given a do-
nation from those who had not, with those who contributed placed at tables with
tablecloths and given dessert. In another instance, admission to a class on how to
prepare for job interviews was free, but the person registering people loudly an-
nounced each donation that was given so that someone sitting across from her
could record it. Although thoughtless and probably unintentional, this practice
caused some who had intended to take the course for free or even for a low price
to pay more than they had wanted to; others simply left before reaching the regis-
tration table.

People tend to be embarrassed by any practice that makes them feel as though
they don’t have enough money. Any system that can embarrass someone may cause
them to feel pressured to pay more than they want to or can afford; at that point
the voluntary fee is no longer truly voluntary. (Ironically, as the story that opened
this chapter showed, this same embarrassment can arise from an agency insisting
on providing service for free to those who want to pay something, which can also
keep people from seeking services they need.)
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The second legal obligation is that your fee, whether voluntary or mandatory,
be well below what a for-profit business would charge for the same or a similar
service.

SETTING THE FEES

There are several ways to set your fees. The least effective, judged by the amount
of money raised, but least intrusive is to post a sign near a collection box that sim-
ply reads, “Donations,” or “Donations welcome,” or “Your gift ensures that we can
continue to provide this service to others. Thank you.” You will tend to get only
people’s spare change; however, you will never be accused of forcing someone to
give, and this can be a good way to introduce the idea of giving to your clients.

If all your services cost about the same amount, you may want to suggest a
range for the voluntary contribution. You could post a sign that said, “The cost of
providing our services ranges from $10 to $25. Any amount you can pay will en-
sure that we can continue to provide these services to all who need them. Thank
you.” If you want, you can add an explanation, “The budget for the services you
are receiving was previously provided by the government (or United Way or foun-
dations), but these funds have been cut back. To make sure that we can continue
to help people, we are asking all our clients to give what they can. Thank you.”

The most effective system is one similar to that used by the senior center de-
scribed in the beginning of this chapter. A wide range of costs was established, and
people could donate toward only the service they had used. Just as when fundrais-
ing from individuals, asking for a specific amount rather than leaving the amount
up to the prospect will result in more people giving something, so suggesting spe-
cific amounts for services rendered will bring more donations overall and will show
that you are serious about raising money and know what you are doing.

Most service providers have someone who staffs a desk by the front door. This
person should be trained to ask for money, particularly if any of your clients can-
not read a posted sign. The front-desk person adds to whatever they would nor-
mally tell people, “The service is free, but if you want to make a donation, that
helps us keep our doors open. The donation box is over there.” Many clients will
ask if there is a charge, which makes it easier to explain. For clients accustomed to
getting the service for free, explain that you are still providing it for free but that
you are asking people who can help to do so. If you hand out literature to your
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clients, include a card explaining your need and a return envelope. They can drop
the envelope in the box provided or send it later. When introducing voluntary fees,
err on the side of being too low key rather than too assertive. Over time, as people
have a chance to think about it and talk to each other, they will start to give more
money.

INTRODUCING THE PROCESS OF COLLECTING FEES

At first, volunteers and staff are often uncomfortable with the process of asking
clients for money, regardless of what process you use. In discussing the move to
asking for money, validate everybody’s feelings: Yes, it is difficult to ask for money,
and it may be more difficult to ask people who have very little. It would be a much
better world if people did not have to pay for things to which they are entitled—
housing, health care, education, or food—and did not have to feel embarrassed
about receiving these necessities. Next, place the new policy in context: Your or-
ganization has to keep on providing services, and your costs are going up while
your ability to get government (and possibly other) grants is probably going down.
Your clients would much rather you exist than watch you go out of business. They
will help if they can and will feel good about helping.

Once everyone has a few experiences of asking for money and seeing people
feel good about giving, their initial discomfort will go away.

WHEN SERVICE IS PROVIDED BY PHONE

So far, we have concentrated on organizations that can collect fees at the door or
at the time of service. But what if your way of providing service is by telephone or
by mailing information? Your organization has a harder task. Certainly, you can-
not ask someone calling a crisis hotline for a donation once they have calmed
down. Voluntary contributions for service will not be possible in those cases. How-
ever, if your information is not crisis-related, after you are finished giving it ask if
you can send more information about your organization and how it is supported.
With the information include a letter asking for a donation and a return envelope.
Refer all such callers to your Web site as well.
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If your service includes mailing information to people, include a card and re-
turn envelope. The card should tell how your group is supported and ask the per-
son to return the envelope with a donation as soon as possible. A card is more
effective than a letter because the letter may get put aside while the person is look-
ing at the other information you sent. However, they will be inclined to put the
card with the return envelope and respond once they have determined that your
information is useful. You may also wish to use a wallet-style envelope where the
outside flap serves as the reply card (see Chapter Eleven for more on reply devices).

Make sure your Web site has several obvious icons that ask people to donate.
People visiting your Web site may well not be people in need, and their capacity
to give may be much higher than that of your clients.

Setting up a voluntary system for collecting money from clients will create a
steady income for you, and the amount may be larger than you think. Further, the
system may inspire people who are not clients to give. Many times volunteers are
just as uninformed about how your organization is supported as are clients. Once
educated, volunteers often give regularly. In the case of the senior program in
Michigan, several seniors asked their grown children for help. This led to a number
of major and corporate gifts and generated a lot of in-kind support in the form of
computers, DVDs, and more volunteers. Finally, you may even get more clients,
which will serve your broader mission.
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DOOI’-tO-DOOI’ CaﬂvaSSIﬂg FIFTEEN

C anvassing is a technique that involves a team of people from your organiza-
tion going door-to-door or standing on the street requesting contributions
for your organization’s work. The canvassing technique is used primarily by local
groups and by local chapters of state or national organizations. Canvassing is pri-
marily an organizing strategy; no organization should undertake a canvass simply
to raise money. Canvasses work best when the organization is doing work that di-
rectly affects the people being canvassed. Canvassing is often used in relation to
political campaigns to get out the vote or to drum up support for a candidate or
issue. Used in the context of organizing, canvassing can be an excellent strategy for
acquiring new donors; by returning to neighborhoods, it can also be used for re-
taining donors.

There are two kinds of canvass: a door-to-door canvass and the increasingly com-
mon street canvass. (Many of the techniques discussed in this chapter can be applied
to a phone canvass, which can be conducted using the principles of a phone-a-thon
described in Chapter Twelve.) Door-to-door canvasses and street canvasses are sim-
ilar both in terms of advantages and disadvantages and in terms of organization.
This chapter primarily focuses on door-to-door canvassing because it has the greater
potential to acquire donors who can then be renewed and upgraded.

Although part-time or temporary canvasses can be run with volunteers,
most canvassing is a full-time operation involving salaried or commissioned em-
ployees who work forty hours a week and solicit in commercial districts or resi-
dential neighborhoods on a regular, revolving basis. Well-run canvasses can bring
in from $50,000 to $500,000 or more in gross income annually. However, they are
labor-intensive and generate high overhead that absorbs between 60 percent and
80 percent of the gross earnings of most canvasses.
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ADVANTAGES AND DISADVANTAGES

There are three main advantages to canvassing as a fundraising strategy. First, an es-
tablished, well-run canvass can provide a reliable, and sometimes significant, source
of income for your organization. Second, the volume of personal interaction from
face-to-face contact with dozens of people each day can bring as many new mem-
bers as any other high-volume strategy. Third, canvassers bring back to the organi-
zation the public’s opinions and perceptions of what the organization is doing.

There are also disadvantages to a canvass. If it is done on a full-time basis, it re-
quires separate staff and office space as well as extensive bookkeeping and super-
vision. As with a small business, canvass income can be unreliable if the top canvass
staff is not well organized or not good at managing a staff or if too many canvasses
are operating in an area. The canvassers themselves can give the organization a bad
reputation if they are unkempt, rude, or unpleasant to the people being canvassed.
A final disadvantage is that many donors do not like to give to organizations that
use canvassing because they know that much of their donation is going to support
the high overhead costs.

ELEMENTS NEEDED TO RUN A CANVASS

Four elements must be present for an organization to operate an effective canvass.
First, and most important, the organization must work on local issues or issues
that affect the people being canvassed. People give at the door or stop and visit
with someone on the street when they perceive that an issue affects them. The work
of your organization can have national impact and your organization might be a
branch of a national group, but especially in door-to-door canvassing, you must
explain how this issue affects the resident directly.

Second, people must feel that even a small donation will make a difference.
Many people make a cash donation to a canvass, but even those who give with a
check or credit card will rarely give more than $100. People must feel that their
small donation is needed and will be well used.

Third, people must feel confident about your organization. Their confidence
will be inspired by your organization’s accomplishments, which must be clear and
easy to discuss. Newspaper articles about your work are a major boon to canvass-
ing. A specific plan of action that can be explained simply and quickly and that
sounds effective is essential. Some organizations’ work lends itself naturally to
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canvassing because it is on issues of general importance and interest to the ma-
jority of people, such as health care for all, lower utility rates, or fixing up public
parks. Canvassing on behalf of litigation can work if the suit is easy to understand
and if there is a clear “good guy” (your group) and “bad guy.” Complex regulatory
reform or issues requiring historical background, legal knowledge, or patience in
listening to a long explanation do not lend themselves to canvassing.

Finally, you must be able to distinguish your organization from any other or-
ganization doing similar work without implying any disrespect for the other
organization. In some communities where there are not only two or more organ-
izations working on similar issues but also several organizations canvassing,
potential donors get confused and then angry that they are being solicited so often
for issues that seem interrelated. People will explain to your canvassers that they
just gave to your group last week, that someone from your organization was just
there. No amount of protest from you will change their minds. The only thing that
will help is to distinguish your group clearly from any other.

All these requirements for a successful canvass, except the focus on local work,
are also necessary for many other fundraising strategies, particularly mail appeals
and phone-a-thons, where the object is to get the donor’s attention quickly and
hold it long enough to get the gift.

SETTING UP A CANVASS

First, check state and local laws and ordinances concerning canvassing. If canvass-
ing is heavily regulated in your community, it may not be worth the time involved
to comply with the regulations. Some communities have tried to stop canvassing
operations altogether by enacting ordinances governing what you can say when
soliciting door-to-door and establishing strict qualifications for canvassers, in-
cluding expensive licensing. Being able to canvass on a busy street may be regu-
lated differently from a door-to-door canvass. If your canvass violates even a minor
subregulation, city or state authorities could force it to cease operation and the
episode may bring bad press for your organization. Many of these ordinances have
been challenged in court and found unconstitutional, but most organizations
have too much work to do to take on costly and lengthy legal battles in this area.
You can find out about state laws governing canvassing from your state attor-
ney general’s office, which is usually the office that monitors all rules related to
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charitable solicitation. Many states publish handbooks on canvassing regulations.

Local ordinances are sometimes more difficult to discover, as several city de-
partments may have jurisdiction over different parts of the canvassing operation.
Contact the police department and ask for notification and application procedures
for a canvass. Be sure to write down whatever the person tells you and get his or
her name so that if you get a different story from another police official you can
refer to the initial phone call.

Contact the city attorney’s office for information regarding solicitation of
money for charity. Sometimes the mayor’s office has some jurisdiction over these
matters. In general, informing as many people in official capacities as possible
about your canvassing operation will ensure the least amount of interference later.

Study the Demographics

After making sure that you can comply with the law, you must determine if
your community is a good candidate for a canvass. Gather demographic data
on your area: for various neighborhoods, find out the population density, the
property values, how many of the people are homeowners, what type of work most
people do, what the income levels are, and so forth. This information is available
from various sources, including the census, items in the newspaper, volunteers and
board members who have lived in the area, the chamber of commerce, and from
developing your own sense from driving around the neighborhoods.

Remember one important point in assessing demographic data: a canvass rarely
does well in an affluent neighborhood, and canvassers sometimes conclude that
“rich people” are unfeeling tightwads. It’s true that affluent people generally do
not make contributions at the door. Their charitable giving is usually done in re-
sponse to major gift solicitation, personal mail appeals, or special events. Can-
vassing operations do best in middle- and lower-income neighborhoods, where
giving at the door is more common.

Another demographic item you need to evaluate is whether the population is
dense enough per square mile to make it worthwhile to canvass. Canvassers need to
be able to reach eighty to one hundred homes per night (assuming a high number
of people not home). This means that there must be enough people in the area and
that the terrain must be flat enough to allow canvassers to walk quickly from house
to house. It is much harder to run a successful canvass in a rural area simply be-
cause of the distance between houses and the lack of people.
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Finally, you need to evaluate whether the area is safe for canvassers. A good can-
vasser may be carrying $500 or more by the end of the evening, much of that in
cash. Canvasses in high-crime areas (which still can be successful) sometimes send
their canvassers in pairs, but this doubles the labor cost. Others have a roving car to
check in on canvassers and to pick up their cash.

Hire Staff

If you determine that your area can support a canvass, you are ready to hire can-
vass staff and prepare materials for them. The staff of a canvass varies from place
to place but typically includes several individuals and the following roles.

Canvass Director. This person supervises the entire canvass operation, includ-
ing hiring and firing canvassers, researching areas to be canvassed and mapping
out the revolving canvass for the area over the course of a year, keeping the or-
ganization in compliance with the law, keeping up to date on new laws, and plan-
ning and updating materials.

Field Manager(s). Each of these staff people transports and supervises a team of
five to seven canvassers. Each field manager assigns their team to various parts of
the neighborhood, collects the money at the end of the evening, and trains new
canvassers on the team. This person also participates as a canvasser at the site.

Support Person. The support person serves as secretary, receptionist, book-
keeper, and office manager. She or he keeps records of money earned by each can-
vasser, replaces canvass materials as needed, schedules interviews with prospective
canvassers for the canvass director, answers the phone, and generally acts as back-
up person for the canvass operation. This person does not canvass.

Canvassers. These are the people actually carrying out the canvass. Canvassers
work from 2 p.M. to 10 .M. five days a week. They usually have a quota—that is, an
amount of money they must raise every day or every week. Their pay is either a
percentage of what they raise (commission), a straight salary, or most commonly,
a base salary plus commission.

Canvassers must represent the organization accurately and be respectable am-
bassadors for it. The individual canvasser is often the only person from the or-
ganization whom donors will see and may well be the only face a donor will ever
associate with your group.
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Because the pay is low and the hours long and arduous, there is a high turnover
in canvass staff. In the summer, college students help expand canvassing staff. In
the winter months, recruiting canvassers is more difficult, and in places where there
is low unemployment, recruiting canvass staff can be almost impossible.

Develop Materials

Canvassers must be equipped with various materials. These include any identifi-
cation badges or licenses required by the city or state, clipboards to carry the ma-
terials to be given away—brochures about the organization, return envelopes, and
newspaper clippings about the work of the group—and a receipt book.

Many canvassers use a petition to get the attention of the person being can-
vassed. The canvasser asks, “Would you sign a petition for .. .” and briefly explains
the cause. While the person is signing, the canvasser asks for a donation as well.

Canvassers should try to get the gift right at the door. However, for people who
need to think about whether to give or discuss it with a partner or spouse, the can-
vasser can leave a brochure and a return envelope. A brochure should also be given
to people making a donation because some of them will send an additional dona-
tion after reading it. Canvassers should not assume when people say they need to
think about your request that they mean they are not going to give. This is a com-
mon mistake. The canvasser should leave the materials and act as if they believe
the person. Many people do not make decisions on the spur of the moment, and
people who need to think about what their gift will be to your group may well be-
come major donors.

All of the information is carried on a clipboard, which makes it easy to display
and lends a degree of authority to the canvasser. People are more likely to open
their doors to someone who looks like he or she has a good reason to be there.

The Canvasser’s Work Day

At the beginning of the canvassers’ work day, their field manager describes the
neighborhood they will be canvassing and relates any new information or special
emphasis on issues that they should present to this neighborhood. The crew has a
late lunch or early dinner and the field manager drives them to the canvass site.
They begin canvassing around 4 p.M. and end at 9 p.M., when they are picked up
by their field manager and taken back to the office. They turn in their money,
make their reports, and finish around 10 p.m.
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Because canvassing is hard work, essentially involving daily face-to-face solici-
tation with a “cold” list, it is critical that the rest of the organization’s staff and its
board members see the canvass staff as colleagues and as integral to the total op-
eration of the organization. To help build this support, many organizations require
noncanvass staff to canvass for an evening every couple of months.

Second only to quality of canvass staff in ensuring the success of a canvass is an
efficient record-keeping system. After each neighborhood is canvassed, an evalu-
ation of the neighborhood should be filed along with the demographic data on
that neighborhood that led to its being chosen as a canvass site. These data can
then be reevaluated in light of the canvassers’ experience. Any special considera-
tions, such as “no street lights,” can also be noted in the evaluation.

Many people worry that theft by the canvassers will be a problem. Theft occurs
no more often by canvass workers than by any others. Careless bookkeeping, how-
ever, can cost money and can give the impression that money has disappeared. At
the end of the evening, both the canvasser and the field manager should count
each canvasser’s money brought in. The field manager enters the amounts
under each canvasser’s name on a “Daily Summary Sheet.” The money and the
summary sheet are then placed in a locked safe, and the secretary or bookkeeper
will count the total again in the morning and make a daily deposit to the bank. At
the end of the week, the bookkeeper tallies the total receipt of each canvasser and
prepares the payroll.

Canvassers who fail to bring in their quota for more than a week must be re-
trained or fired. Strict discipline is important in a successful canvass; keeping per-
formance records will help to maintain a good canvass team.

Canvassing is an excellent strategy for some groups; if done properly it can be a
good way to mobilize members and make money. However, there are many pit-
falls, and it is neither a simple nor a low-cost strategy. Canvassing changes the na-
ture of the organization. It doubles or triples staff size and requires office space
and additional equipment. Only organizations that have thoroughly researched
the pros and cons of canvassing should consider using this fundraising method.
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Opportunistic Fundraising

| lived in Appalachia for a number of years, and an expression I would hear often

in response to a question about when something was going to be done was, “I'm
fixin’ to do that.” This could mean the person was just about to do the task in ques-
tion, the person was going to get to it later, or the person had no intention of ever
getting to it. The actual meaning had to be inferred from body language, knowl-
edge of the person, and knowledge of the difficulty of the task. Many of the peo-
ple I meet are “fixin’ to” fundraise: some will get to it by this afternoon, some by
next month, and some never.

One thing that will help you if you really want to raise more money is to do a
thorough inventory of all the work you do now and see how fundraising could eas-
ily be built into it. This is called “opportunistic fundraising,” which simply means
taking advantage of a situation you are in anyway. This kind of fundraising doesn’t
take extra time and doesn’t require a lot of planning ahead. But it does require an
awareness and sensitivity to the opportunities that present themselves.

Let’s look at a couple of weeks in the life of an advocacy organization working
on reproductive rights.

Sunday. Volunteers from the advocacy organization are stationed at various lo-
cations around a community: outside of five grocery stores, near the doors of three
liberal Protestant churches, and near a coffee shop in the middle of a large shop-
ping mall. Their intent is to inform people that the local school board has elimi-
nated sex education in the schools, although the only mention of sex will be in the
context of abstinence. Their literature contains information about the poor results
of “abstinence-only” education elsewhere, with evidence of higher rates of teen
pregnancy and sexually transmitted disease than before the policy was imple-
mented. They ask people to sign up for an e-alert for more information and to
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come to school board meetings when the issue is being discussed. They also sug-
gest that parents or teachers bring the issue up in their local PTA and they show
people samples of a kit with fact sheets and suggested actions to get the school
board to reverse this decision and give people a card with a Web site address where
they can download a copy of the kit. They have placed themselves in zip codes
where the vast majority of people will agree with them. They want to focus on ed-
ucation, not fundraising, so they don’t ask people to become members of the ad-
vocacy organization and they don’t have a jar out at any of their locations to collect
money.

Here is what they find: Although many of the people coming out of the grocery
store and churches either don’t have children or have grown children and many of
those at the mall are teenagers, the volunteers are able to recruit a number of par-
ents and teachers to sign up for the e-alert. Most interesting, however, is that over
and over they hear this refrain: “I'd be happy to contribute some money,” or “How
can [ become a member of your organization?” or “Is there anything I can do if
don’t have kids in the school system?” The teenagers have a different refrain, “This
policy is so messed up” and “My mom says it’s stupid.” One suggests to her friends,
“Maybe we could do a car wash or something to help raise money.”

Monday. Talking over the experience from Sunday’s efforts, they conclude that
although they met their goals for talking to parents and teachers, they missed a
great opportunity to involve a lot of other people, particularly those whose in-
volvement would mean making a donation. They decide to revise their tactics for
the following weekend.

The Next Sunday. Once again the organization’s volunteers spread out around
the community with the same literature, but today they also have membership
forms, a jar for collecting donations, and business-size cards that give people their
Web site address and information about membership. The mall volunteers, using
the wireless capacity of the coffee shop, set up a laptop computer and a printer so
that people can look at their Web site and if they want, print out the free, down-
loadable information or join online. The group has also prepared a special hand-
out for teenagers.

This Sunday, they sign up thirty members at $35 each, are given two checks for
$100 each, and later download the names of ten new people who joined online. In
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addition, their jars have collected nearly $200. With only slightly more work, they
continued their educational and advocacy push, but this week they also raised more
than $1,500.

Tuesday. The executive director of the reproductive rights group attends a lunch
meeting of the chamber of commerce. She has joined the chamber to take advan-
tage of some of the educational opportunities they provide and to give her organ-
ization more visibility in the small-business community. At lunch, the owner of
an office supply store comes over and wishes her luck in all the important work
her organization is doing. He hands her his card and says, “If there is any way I can
help you, let me know.” She calls him later and asks for two things: “Can our vol-
unteers set up their information station in front of your store this Wednesday, and
would you consider donating or deeply discounting office supplies for us?” She
adds the second half of the question based on her experience on Sunday. Yes to
both, he says. A 50 percent discount on office supplies for a year saves the organi-
zation more than $2,000.

Thursday. The public policy director of the reproductive rights group meets
with staff from a number of other organizations concerned in one way or another
with reproductive rights issues. Some work in social service agencies, others in ed-
ucation, and others are also involved in advocacy. The purpose of the meeting is
to prepare a joint statement to the press on the school board issue and to compare
notes on their other work.

All the organizations are feeling stressed about money. “Is there anything we
can do together to help all our fundraising that won’t take much time?” someone
asks. Ideas are bandied about, but the simplest one is for each organization to make
sure their Web site is linked to all the other organizations’ sites. They also decide
that each organization will add a link on its homepage to a description of each of
the other organizations at the meeting, highlighting their work on reproductive
rights. Each group contributes three sentences about themselves and one group’s
webmaster formats these for posting on each site. There is no clear income from
this action, but each group now has heightened visibility for very little work.

(Months later, a foundation program officer sees this joint effort and thinks it
is a great example of working collaboratively. He proposes that these groups apply
for a small grant to fund a weekend retreat to explore more collaborative options.)
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Friday Night. The development director meets friends for dinner and a movie.
One friend says her mother saw the volunteers from this organization outside of
her church but didn’t have time to stop. Does the development director have any-
thing with her she could give her mother? Of course she does: she has the business
cards created for last Sunday’s work and she hands one to each of her friends. By
the following Tuesday she has a check from her friend’s mother for $500.

Find Your Own Opportunities
It is true that organizations working on immediate and hot-button issues will be
able to generate cash in the moment, but every organization has opportunities for
fundraising every day that they fail to take advantage of. Doing an audit of your
day will reveal these opportunities.

Review the opportunities that might arise for your group in each of the fol-
lowing typical daily events.

Communicating with People. Most organizations communicate with people
on the phone, in person, or by e-mail every day. Certainly, most conversations can-
not include a fundraising component, but many more could than presently do.

In Person. Anyone talking with people about your group (and that probably in-
cludes everyone who has any role in your group, including board and staff mem-
bers, volunteers, even other members) could hand someone they’re talking to a
generic business card for your group that would contain a giving option on the
back. (The front would have only the group’s name address, phone, and Web site,
but no person’s name.) The back of the card would look like this:

| want to help. Here is my gift of

%45 Qa$100 Q other $

Make checks payable to Good Group and send to
the address on the front of this card, or donate
online at www.worldpeacesoon.org.
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Make sure everyone in your organization has some of these cards. Board mem-
bers and volunteers can write their own name on the card. People should be en-
couraged to hand them out like candy.

E-Mail. Most people have a “signature” on their e-mail. Where appropriate, add
a line that says, “You can help—donate now at www.ourgroup.org.”

Voice Mail. If you have voice mail, be sure that one choice is “If you wish to make
a donation, or speak with the development director . . .,” or “For information about
how to donate, visit our Web site, www.goodgroup.org, or leave your address at
the tone and we will send you free information.”

In other words, make fundraising part of your message—these soft asks will of-
fend no one and will help raise money.

Publications. Many organizations produce brochures, reports, booklets, and even
books. All of these should contain information about how and why to give. This in-
formation should be placed where a person would be likely to see it, usually at the
front or back of the publication. Where appropriate, include return envelopes.

Other Opportunities. Let people know that money is one way they can help if
they want to.

When people e-mail with questions, answer the question and include a hyper-
link to your Web site.

When people write to you for a publication, include fundraising materials in
your response.

When you visit your major donors, ask them for names of people they think
would be interested in giving.

When giving a speech, tell people how they can help, and be sure to mention
making a gift and telling others about giving.

Use birthdays, weddings, Christmas or Hanukkah or other holiday times to sug-
gest that people make a gift to your organization in lieu of a present. Many peo-
ple feel that they have enough stuff and many are happy for a chance to give
something meaningful.

Make sure all program staff, organizers, administrators—all nonfundraising
staff—are helped to figure out when and where adding a fundraising pitch
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would be appropriate. Conduct an inventory of their days, and show them
where fundraising might be included.

During staff meetings, ask people to report how they included fundraising in
something they did or why they decided not to include it. Learning that there
are far more opportunities to ask for money than we have realized also goes
hand-in-hand with learning when a fundraising pitch would be out of line. By
sharing information like this, you will also learn where fundraising pitches sim-
ply are not worth the time or the money, and where they really pay off.

Here are some more examples from a variety of organizations.

A theater sells sweets, coffee, tea, wine, and soda before every play and during
intermission. Near the cash register, they put a jar with a notice that change
dropped in will go to one of their programs. Every night, people drop in be-
tween $30 and $50 extra dollars.

A program serving homeless people has an art program. Some of the homeless
people who participate create attractive works. From time to time, local gal-
leries have displayed and sometimes sold the art. Several people have asked if
the art pieces are available on note cards or T-shirts they could buy. In response,
the organization creates a series of note cards using some of the images from
these art works. Boxes of cards sell out quickly, so the program reprints them
and offers them on their Web site. These cards become a small but reliable in-
come stream and a further source of visibility, which leads to other donations.

A garden store donates most of the plants, seeds, and compost for a youth pro-
gram’s organic garden. The garden, which is located in a well-trafficked area,
displays a small board thanking the store for its support and telling more about
the garden. As a result of this notice, the store owner is often praised by his cus-
tomers for his support of the garden. He decides to mobilize that praise by put-
ting the youth program’s brochures in his store, with return envelopes and by
having the phrase, “Looking for a great cause? Go to www.youngsprouts.org”
print on the bottom of his receipts. The envelopes used in his store are marked
so the group knows the origin of the donation. The organization receives three
or four donations a month in these envelopes, including an occasional large gift.

By doing an opportunity inventory, almost any organization can raise more

money with only a small amount of extra effort.
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Writing Thank You Notes

E arly on in my fundraising career I learned a valuable lesson about thank you
notes. I had gone to work for an advocacy group working on women’s health
issues. The organization was run collectively by two utterly overworked staft peo-
ple and forty volunteers. The group had won recognition for their work to expose
and eventually remove from the market a dangerous birth-control device and for
championing reproductive rights issues. Several months before I began working
there, a woman who had read about the group’s victories in the newspaper sent
$25. She did not receive a thank you note. She did, however, receive the group’s
newsletter and she heard about the group from time to time. A year after making
her gift she received a form letter requesting a renewal. She threw it away.

Some time later, this woman learned that a friend of hers was a volunteer in the
collective. “That group sounds good,” she told her friend, “but they don’t even have
it together enough to send thank you notes for gifts. I can’t imagine that they are
really fiscally sound or that they use money properly.”

Her friend defended the group: “We do really good work. We don’t send thank
you notes because we are too busy doing other stuff. It is not fair to conclude that
we don’t use your money properly just because you don’t get an acknowledgment.”

The one-time donor replied, “It is fair. It is my only contact with them. They
claim to want a broad base of support, yet they show no regard for their support-
ers. But since you are in the group, I'll give them something.” She sent $15.

I was hired during the year between this donor’s $25 gift and her $15 one. I had
been brought up in the school of thank you notes, from thanking my grandmother
for birthday gifts when I could barely hold a pencil to writing thank you notes for
every gift that came into the seminary where I had my first fundraising job. So
without much thought, in response to this $15 gift, I sent this woman a scrawled
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three-line thank you note: “Thanks for your gift of $15. It’s a help financially and
also a great morale boost. We’ll keep in touch.”

Two weeks later, this woman sent $100. Again, I scrawled a thank you note, with
an extra line about her generosity. A few months later, she sent $1,500. I wrote an-
other thank you note and asked if I could come and see her. She turned out to be
both quite wealthy and very supportive of women’s rights. She told me that she
usually gave relatively small initial donations to organizations to see how they
would respond. She wanted to see how much regard they had for people giving
small gifts. She said, “If I send $500 or $1,000, almost any organization will thank
me. Many grassroots groups talk a good line about not making class distinctions
and everyone being welcomed, but the only people they really care about are the
program officers of foundations and wealthy donors.” She had decided to give
money only to groups that had proven that they valued all gifts. I was flabbergasted
that a sign of proof could be a sloppy three-line thank you note, but for her it was
better proof than a longer form letter with her name typed in and certainly far bet-
ter than no acknowledgment at all.

Since then I have seen over and over that a simple, handwritten note or typed
thank you letter with a personal note as a postscript can do more to build donor
loyalty than almost any other form of recognition. Unfortunately, thank you notes
tend to be one thing that organizations are sloppy or even thoughtless about. They
either don’t send them, send them weeks late, or send a preprinted card or note
with no personal note added. These practices are unjustifiable. Sending thank you
notes too easily falls far too low on people’s work priority lists. They have to be
placed at the top. In fact, there is a saying in fundraising that forces thank you notes
to be a high priority: Thank before you bank.

PEOPLE LIKE THEM

It is not clear to me why people like thank you notes so much, particularly when
there is usually very little content in the note. Probably reasons vary. Like our
wealthy, testing donor, some see them as a sign that the group values all gifts. Oth-
ers may just like to know that their gift has been received and appreciated. What-
ever the reason, for fundraisers it is enough to know that donors value being
thanked. Doing what donors like—as long as we stay inside the mission and goals
of the organization—builds donor loyalty. A loyal donor is a giving donor, giving
more and more every year.
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DON'T DO AS | SAY

What about the donor who claims not to want a thank you note, or the one who
even more strongly states that thank yous are a waste of time and money?

The donor who claims not to want a thank you note should get one anyway.
These are usually people who are genuinely trying to save groups time. You will have
greater loyalty if you send a thank you note anyway. When these donors say, “You
shouldn’t have done that,” or “That’s really not necessary,” they often mean, “Thank
you for taking the time. I can’t believe someone would bother to notice me.”

The second style of donor, the one who actually resents thank you notes, prob-
ably should get a call thanking them for their gift. Even a brief message left on a
phone machine will be appreciated. Sometimes donors don’t know that the Inter-
nal Revenue Service requires organizations to send receipts to donors for any gift
greater than $250. A thank you note will double as a receipt if you name the specific
amount of money the donor gave. You should also note at the bottom of your re-
ceipt or thank you note that “No goods or services were received in exchange for
this gift”

If the person is very close to your group—perhaps a volunteer, board member,
or someone who used to work for the organization—you can combine your thank
you call with another function, such as to remind them of a meeting: “I called to
thank you for your gift—we can really use it. By the way, don’t forget about the
meeting Wednesday at 7 p.Mm. at Marge’s.”

Opverall, experience shows that, all else being equal, when you thank donors you
are more likely to keep them and when you don’t you are more likely to lose them.
Of course, there will be exceptions to this rule, but it is almost impossible to fig-
ure out who is really an exception and who is just pretending to be, so thank every-
one and save yourself worrying about it.

DO IT NOW

How can you most efficiently thank your donors, and who should do it? Perhaps
the most important rule about thanking donors is that no matter who is doing it—
from the board chair to an office volunteer—gifts should be acknowledged
promptly—ideally within three days of receipt, and certainly within a week in any
circumstance. If possible, the person who knows the donor should sign the thank
you note.

Writing Thank You Notes
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If you are fundraising properly, you will have dozens of donations coming in
from people you don’t know. Volunteers and board members can send thank yous
to these donors. Writing thank you notes is actually a good way to get board mem-
bers who are resistant to fundraising to do some, because the thank you note is
part of fundraising.

LOGISTICS AND CONTENT

Buy some nice note cards or have some made with your logo on the front. There
is only a small amount of space to fill on a note card, so you can take up the whole
space with a few short sentences. That is much better than a three-line thank you
on a full sheet of stationary.

People should come to the office to write the notes, and only the most loyal,
trustworthy people should ever be allowed to write notes at home. It is just too
tempting to put them aside at home. Also, information about a person’s gift, while
not secret, is not something you want sitting around someone’s living room.

The only requirement for handwritten thank yous is legible handwriting. The

format is simple:

Thank you for your gift of $ . We will put it right to

work on (name your program or most recent issue). Gifts like yours
are critical to our success, and we thank you very much.

Sincerely,
(Your name)
Board member

If the writer knows the person, they follow the same format but adds something
more personal: “Hope your cat, Fluffy, has recovered from her spaying.”

It may be that handwriting thank you notes or handwriting all of them is im-
possible, especially when you get a lot of contributions, such as at the end of the
year when volunteers aren’t as available or after a successful direct mail appeal
when you are swamped for a few days with responses. Then you go to the next step,
which is a word-processed letter. This letter should go on the organization’s sta-
tionary and needs to be a little longer. Most databases can be programmed to gen-
erate a form letter to which you can add a personal note.

Start the text several lines down the page and use wide margins.
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Dear Freda,

Thank you so much for your gift of $100. We have put it right to
work at our shelter. As it turned out, your gift came at a particularly
crucial moment, as the coffeemaker in our community room had just
given its last gasp. We were able to buy a new, heavy-duty coffeemaker
on sale, which wouldn't have been possible without your gift.

I am hoping you will be able to come to our art auction next
month. We'll be showing the works of some well-known local artists
and featuring paintings and sculptures by some of the residents of
the shelter. | enclose two complimentary tickets.

Again, thank you so much! | look forward to staying in touch.

You will notice that the letter refers to a recent event (the coffeemaker giving
out). This gives a sense of immediacy to the gift. If the organization had incurred
a much greater cost, they could still have referred to the gift in this way:

Your gift came the same day our boiler broke for the last time. |
would have been really discouraged, but your contribution cheered
me up. Fortunately, we were able to get a refitted, good-as-new
boiler for much less than a new one would have cost.

The letter also invited the donor to an event. You do not need to be having an
event, nor do you need to provide free tickets. The point is to refer to things hap-
pening in your office every day. Give your donors some sense of your daily work.
Even things that seem routine to you can be made to sound interesting. Here’s an
example:

Dear Ricardo,
We got a pile of mail today—abills, fliers, newsletters, and then,

your gift of $50! Thank you! $50 really goes a long way in this or-
ganization, and we are grateful for your support.

| just finished talking with a woman who used our educational
flier with her son. She said she had expected a miracle, and though
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of course that didn't happen, maybe something more lasting did. Her
son called the HelpLine. It's a start, and that's what we provide for
people.

I hope you will feel free to drop by sometime. Though we are usu-
ally busy, we can always take a few minutes to say hello and show
you around. I'll keep you posted on our progress.

Dear Annie Mae,

I just came in from an eviction hearing for one of our clients. | feel
really good because we won and we got some damages to boot!
Then, going through the mail, | came to your gift of $25. Thanks! |
feel like you are a part of this victory.

You wouldn’t believe how many people came to our community
meeting last night—more than fifty! People are hopping mad about
this incinerator proposal, and | am feeling confident that we may be
able to defeat it and finally get the recycling bill passed. Your gift of
$50 will go a long way in helping with fliers and phone calls. Thanks
for thinking of us at this time. You don’t know what a great morale
boost it is to receive gifts from supporters like you.

If you have a matching campaign or a goal for an annual campaign, then refer
to that:

Your gift of $100 will be matched dollar for dollar. Your gift brought
us to nearly $2,000 raised in just two months!

Your gift of $75 took us over the $1,000 mark in our goal of $3,000.
Thanks!
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If you are a volunteer, mention that in your thank you:

Giving time to this organization is one of the high points of my week.
I know we are making a difference, and | want you to know that your
gift helps make that difference too.

THE FRIENDLY FORM LETTER

The least effective option for thank you notes, but one you sometimes have to re-
sort to, is the form letter. If you use a form letter, acknowledge that is it impersonal,
but give some sense of the excitement that would lead you to use such a method.
Here’s an example:

Thank you for your recent gift. Please excuse the impersonal nature
of this thank you—we are no less enthusiastic about your gift for not
being able to write to each of our donors. The response to our call
for help with sending medical supplies to Cuba was both gratifying
and overwhelming. We will send you a full report about this effort in
a few weeks. Right now, we are packing up boxes of supplies—sup-
plies you helped pay for. Thanks again!

COMMON QUESTIONS

There are three common questions remaining about thank yous. The first is, How
do you address people you don’t know? The choices are by first name only, by first
and last names (Dear John Smith), or by title (Dear Mr. Smith). There is no clear
right or wrong answer on this point and no way to avoid possibly offending some-
one. You will probably offend the least number of people by using titles: “Dear Mr.
Smith” or “Dear Ms. Jones.” Certainly, you could write to the person according to
how they write to you. A letter signed, “Mrs. Alphonse Primavera” should be an-
swered in kind. If there is ambiguity about whether the donor is a man or woman,
write “Dear Friend.” If you live in a fairly casual community, you can use a first
name, “Dear Terry,” or “Dear Lynn.”
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Don’t waste a lot of time worrying about the salutation. Having received many
thank yous that say, “Dear Mr. Klein,” I know how off-putting it can be, but it does
not cause me to stop giving to the group. Anyone who will stop giving you money
because you (or anyone else) cannot tell from their name whether they are male
or female, or whether they prefer to be called by their first name, last name, Mr.,
Ms. or Mrs., doesn’t have much loyalty to your group. Far more important is to
make sure donors’ names are spelled correctly. People are far more attached to their
name than to their honorific.

The second question is, Do all donors get a thank you? The answer is always
yes. You have no idea how much a gift of $25 or $5 or $500 means to someone. You
need to act as though you would like to get that amount or more again. You also
don’t know whether people use getting a thank you note to judge whether to con-
tinue giving to your organization. Why take a chance?

The final question is, Do all donors get the same thank you? No, because the
notes, if possible, are personalized. If you have thousands of donors, you will not
be able to write to them all personally, so sort out the ones you know and write
personal notes to them. Major donors should also get personalized thank you
notes, even if no one in the organization knows them personally. Ditto for donors
who give year after year regardless of the amount of their gift. The most impor-
tant thing is to make sure each donor gets something.

Keep up with thank you notes as gifts come in. Each thank you is a link to the
donor and you should see it as paving the way not only for the next gift, but also
for all the ways donors can help you.
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eanr Turee  Otrategies for
Upgrading
Donors

The goal of any organization that gains the support of a broad base of individ-
ual donors is to become the favorite organization of a cross section of its
donors. The financial payoff in building a base of donors is twofold: first, having
a large number of small donors will yield a profit, and those donors will bring in
other donors, and second, a subset of donors will give larger and larger gifts.
Undoubtedly, the most money in fundraising is from major donors and bequests.
By building relationships with donors, your organization is in a position to ask
people who are giving donations regularly to consider giving bigger gifts, and you
are likely to receive a positive response from some of them. You want your donors
to think, “That is the group to which I give the most money,” or “That is an
organization I would do a lot for.” The strategies described in this section are used
in that process.

The process of getting current donors to give more money is called upgrading
and those donors who respond to these strategies have become the thoughtful
donors described in Chapter Three, Matching Fundraising Strategies with Finan-
cial Needs.

It is highly unusual for people to start their giving to an organization with the
largest gift they can afford, so almost all thoughtful donors will come out of
the donor base that is built using the strategies described in Section Two. The only
time someone’s first gift might be the largest gift they can give is when they or
someone close to them has been deeply affected by the issue the organization
addresses or the service it provides.
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Thoughtful gifts are most often gifts of more than $250; a thoughtful annual
gift may be thousands of dollars, and a capital or endowment gift will be even
higher. In this section, I use $250 to describe the minimum thoughtful gift and
then discuss much larger gifts. It is important to note, though, that if your orga-
nization’s donor base has a large number of low-income or poor people, there will
be people giving less than $250 who are nevertheless giving your organization the
biggest gift they can afford. For this reason, some organizations will set $100 or
even $50 as the minimum major gift. On the other side are people giving $1,000
for whom that is not a particularly big gift and who easily could give more if you
asked them.

When you identify donors who are giving what is a thoughtful or significant
gift for them, even if it is a smaller amount of money, treat them with the same
respect with which you treat thoughtful donors who give larger gifts.

In fundraising, we spend a lot of time working with the people who can give
large amounts of money. All donors expect that bigger donors would get more
attention and would think it odd and not a good use of resources for an organi-
zation to do otherwise. But we don’t overlook other kinds of giving and the sig-
nificance of gifts to any donor. First, that is the right thing to do. Second, there is
a practical angle: someone who gives $10 each quarter through a pledge program
may get a better job or a cheaper apartment and change their gift to $10 each
month. When he or she gets promoted, the gift may increase to $50 each month.
Or a person may give a small amount for years, then leave their estate to the
organization. In fact, research shows that long-time, loyal donors making small
gifts are most often the ones who leave an organization a gift through a bequest.

Through the process of identifying prospects, described in Chapter Seven, The
Logistics of Personal Solicitation, and through careful and thorough record keep-
ing, we can keep track of all our thoughtful donors, not just the ones who are able
to give large amounts of money.

The strategies described in Section Two, which are primarily used to acquire
and retain donors, can also be used to some extent to upgrade donors. Similarly,
many of the strategies described in Section Three could be used for acquisition or
retention. However, used to their best advantage, the strategies in this section are
really about fund raising, and are the logical sequence to the strategies described
before.

Fundraising for Social Change



Building Major Gifts craHTEEN
Programs

The financial payoff for all fundraising is receiving large gifts from some of your
donors. To build a major donor program, no matter the size of the organiza-
tion, a majority of staff, board, and volunteers must feel comfortable asking peo-
ple for money in person. (See Chapter Six, Getting Comfortable with Asking for
Money.) For many people, that comfort starts with being able to ask someone for
$10 for a ticket to a benefit event such as a dance or for $35 to become a member.

Some people never move past that level of comfort, but if an organization is to
grow and thrive, a critical mass of board, volunteers, and staff must be able to ask
for much larger gifts—$500, $5,000, $50,000, and even more.

A person doesn’t have to like asking for money to be able to do it. Some of the
most successful fundraisers I have known have confessed that they always feel anx-
ious when asking for money. But they do it anyway, and sometimes their nerv-
ousness makes them prepare more thoroughly for the solicitation and feel even
better about themselves and their group after they complete it.

Once an organization is in the habit of asking for large gifts, it quickly moves
to needing a more systematic plan for soliciting such gifts. That system is a major
gifts program. Some groups prefer to do their major donor fundraising in the form
of a campaign; major gifts campaigns are discussed in Chapter Twenty-Three.

Before beginning a major gifts program, your organization must make a
number of decisions: how much money it wishes to raise from large gifts, the min-
imum amount that will constitute a major gift (in this book it is $250), how many
gifts of what size are needed. In addition, you must decide what, if any, tangible
benefits donors will receive for their gifts and what materials will be needed for
the solicitors. Finally, a core group of volunteers must be trained to ask for the gifts.
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SETTING A GOAL

The first step in seeking major gifts is to decide how much money you want to raise
from major donors. This amount will be related to the overall amount you want
to raise from all your individual donors and can be partly determined based on
the following information. (For more on goal setting, see Chapter Thirty-Nine,
Creating a Fundraising Plan.)

Over the years fundraisers have observed the following pattern of how gifts
come into healthy organizations:

+ 60 percent of the income comes from 10 percent of the donors
* 20 percent of the income comes from 20 percent of the donors
+ 20 percent of the income comes from 70 percent of the donors

In other words, the majority of your gifts will be small, but the bulk of your in-
come will come from large donations. Based on that pattern, it is possible to pro-
ject for any fundraising goal how many gifts of each size you should seek and how
many prospects you will need to ask to get each gift.

For example, if your organization must raise $50,000 from grassroots fundrais-
ing, you should plan to raise $30,000 (60 percent) from major gifts, mostly solicited
personally; $10,000 (20 percent) from habitual donors, mostly solicited through
phone, mail, and regular special events; and $10,000 from people giving for the
first or second time, solicited from mail and online appeals, speaking engagements,
special events, product sales, and the like.

If you have 500 donors, then, expect that about 50 of them will be major
donors, about 100 of them will be habitual donors, and about 350 will be first- or
second-time donors or donors who give small gifts every year, but for whom your
organization is not a high priority.

The lowest major gift you request should be an amount that is higher than most
of your donors give but one that most employed people can afford, especially if al-
lowed to pledge. Even many low-income people can afford $25 a month or $250 a
quarter, which brings being a major donor into the realm of possibility for all peo-
ple close to your group.

Some organizations try to avoid setting goals. Their feeling is that they will raise
as much as they can from as many people as they can. This doesn’t work. Prospects
are going to ask how much you need; if this answer is, “As much as we can get,”
your group will not sound very well run. If prospects think a group will simply
spend whatever it has, they will give less than they can afford or nothing. Further,
without a goal there is no way to measure how well the organization is doing
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compared to its plans. Just as you wouldn’t instruct a builder to build a house that
will be “as big as it needs to be,” or “as big as we can afford,” you can’t build a donor
base with vague or meaningless assertions.

APPORTIONMENT OF GIFTS

It would be great if you could say, “Well, we need $40,000 from 10 percent of our
donors, so that will mean two hundred people giving $200 each.” But two hundred
people will not all behave the same way—some will give more, most will give less.
Based on this reality, fundraisers have made a second observation: for the money
needed annually from individual donors, you need one gift equal to 10 percent or more
of the goal, two gifts equal to 10 percent (5 percent each) or more of the goal, and four
to six gifts providing the next 10 percent of the goal. The remaining gifts needed are
determined in decreasing size of gift with increasing numbers of gifts. Using this for-
mula, you can create what is called a Gift Range Chart or a Gift Pyramid.

Let’s imagine an organization that needs to raise $100,000 from a wide variety
of individual donor strategies. Using the pattern outlined earlier, $60,000 will be
raised from major gifts. Their gift range chart will look something like the following:

Major Donor Gift Range Chart
Goal: $100,000
Number of Gifts Size of Gifts Total

Major Gifts 1 $10,000 $10,000
2 $5,000 $10,000

$2,500 $12,500

10 $1,000 $10,000

20 $500 $10,000

30 $250 $7,500

Total 68 gifts $250-$10,000 $60,000
(60 percent of total)

Other Gifts 100 $100 $10,000
150 $50-$75 10,000
Total 250 gifts $50-$100 $20,000
(20 percent of total)

Remaining Gifts Many $5-$99 $20,000
(20 percent of total)

Building Major Gifts Programs

243



244

The most important and useful part of the chart is the top part, which plots
sizes and number of major gifts. It should not be seen as a blueprint. If an organ-
ization has one donor who can give 15 percent of the goal, then ask for that; in that
case you will need fewer gifts at the lower end of the chart. An organization in a
rural community may not be able to generate the number of gifts needed, so it will
have to get fewer gifts at larger sizes.

The chart serves as a guideline and a reality check. For example, if your goal is
to raise $100,000, but the biggest gift you can imagine getting is $500, then you
will probably have to lower your goal. The chart is also helpful for board members
and other volunteer solicitors who may have difficulty imagining raising $100,000
but can imagine thirty people giving $250 each.

HOW MANY PEOPLE TO ASK

Every fundraising strategy, presuming it is done properly, has an expected rate of
response. For major gifts, the expected response rate is that 50 percent of prospects
will say yes to making a gift when the gift is requested by someone who knows the
potential donor, knows that that prospect believes in the cause, and knows that the
prospect could give the amount of money being asked. However, if the prospect
does say yes, there is a further 50 percent chance that he or she will give less than
the amount requested.

Based on this understanding, for every gift you seek through personal solicita-
tion, particularly at the upper reaches of the chart, you will need at least four
prospects—two will say yes and two will say no. Of the two who say yes, one will
give a lesser amount than requested. Because the prospects for higher gifts who say
yes but give less than asked for help fill in the number of gifts needed in the mid-
dle and bottom ranges of the chart, you will need only two or three new prospects
for every gift needed in those ranges. Overall, look for about three times as many
prospects as gifts needed. For the $100,000 goal, then, the top portion of the chart
would be expanded to include numbers of prospects:
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Major Donor Gift Range Chart and Prospects

Goal: $100,000

Number of Gifts Size of Gifts Total Number of
Prospects
Major Gifts 1 $10,000 $10,000 4
2 $5,000 $10,000 (x4) 8
5 $2,500 $12,500 (x4) 20
10 $1,000 $10,000 (x4) 40
20 $500 $10,000 (x3) 60
30 $250 $7,500 (x3) 90

TOTAL 68 gifts = 222 individual prospects

In other words, when your group asks four qualified people for $10,000, two
will say no, one will give $10,000, and one will give less than $10,000. As you go
down the pyramid, you are filling in the next layer with the smaller gifts from the
higher layer, so you don’t need to identify quite as many prospects for the gifts you
need in the lower layers of the chart. When all is said and done, it may turn out
that you only needed twice as many prospects rather than three times, but it is al-

ways better to err on the side of too many than too few.

MATERIALS FOR MAJOR GIFT SOLICITATION

In addition to the gift range chart and a list of prospects, three more elements need
to be in place before your organization can begin to solicit major gifts: a benefits
program, materials that describe your work and how to make donations, and peo-

ple to solicit the gifts.
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Benefits

First, you need to decide what, if any, benefits people will receive for giving a major
gift. While helping the organization is the main satisfaction for the donor, an added
incentive, such as a mug, an invitation to a special reception, or a T-shirt, will show
that you appreciate the extra effort the donor is making and will remind the donor
of their gift to your group.

There is no evidence that one kind of benefit works better than another (see
also the discussion of benefits in Chapter Ten). Certainly, the benefit should not
be very expensive. Under IRS law, any value of a benefit that exceeds the vague cri-
terion of “token” is not eligible for the same tax deduction as the rest of the gift.
For example, if someone gives $500 to an organization and receives an etching
worth $50, the donor can only claim $450 of this gift on their tax return because
$50 is more than a token amount. If the same group gave a T-shirt or tote bag
worth little or nothing on the open market, the donor could claim the whole $500
as a tax deduction. The IRS is increasingly questioning expensive benefits for
donors.

The benefit should be easy to mail, which is why many groups use T-shirts or
books as benefits. Because of the number of items people can commonly get for
their gifts to public television, libraries, or major national organizations, a small
organization should probably offer something that is related to its programs. For
example, an organization working for stricter controls on and alternatives to the
commercial use of pesticides sends its major donors a short booklet on alterna-
tives to pesticides for home gardens and indoor plants. An after-school program
for inner-city children aged eight to eleven asked the teachers to save drawings the
children made that they didn’t want to take home. The organization sent the best
of those artworks along with their thank you notes to donors. This benefit is truly
of token value, but it is very popular with donors. Now the organization has one
day on which the children are asked to make “thank you” drawings.

A major donor program can be run successfully without giving any benefits be-
yond what are offered to all donors, such as the newsletter. This approach will only
work if the donors are thanked personally and promptly and if the organization
keeps in touch with them using the ways recommended in the section on renew-
ing major gifts later in this chapter. Personal attention and information on what
work the group was able to do as a result of their gift will always be more effective
in maintaining donors than any nominal benefits.
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Descriptive Materials

Materials that describe your program are the second element needed for soliciting
major donations. An organization should have a well-designed, easy-to-understand
brochure. It does not have to be elaborate or printed in several colors, but it should
be professionally laid out, well written, and free of grammatical and typographical
errors. Because this pamphlet will be used primarily in personal solicitation, it
should focus on ways to make thoughtful gifts. For example, if you have an elec-
tronic funds transfer program or a pledge program, or if you accept credit cards or
you are seeking gifts of stocks and bonds, you can explain all that in the brochure.
The brochure is a published version of your case statement (see Chapter Four). It
also helps volunteer solicitors by giving them something to leave with a donor and
to refer to if they forget some information they meant to impart. Return envelopes
and return cards must be included with the brochure. A version of this brochure
should also appear on your Web site, with the option for people to donate online.

Solicitors

Finally, you need to have a core group of people willing to do the soliciting. Some
of these people should be from the board of directors, but the board’s work can be
augmented by a group of volunteers. These people should be trained in the process
of asking for money (see Chapters Six and Seven). They do not have to have previ-
ous experience in asking for major gifts, nor do they need to know many prospects
personally. But they must be donors—ideally, major donors—themselves.

KEEPING IN TOUCH WITH MAJOR DONORS

One of the most frequent complaints from major donors is that organizations treat
them like ATMs—they punch in the amount they want and then walk away until
they need money again. To keep donors interested in your group requires show-
ing some interest in the donor, particularly some interest in why the donor is in-
terested in your group. To give major donors this extra attention takes work, but
it is worth it for several reasons: first, courtesy; second, because it brings donors
closer to the work of your group, making them potential activists or advocates; and
third, because it will bring in more money.

You should be in contact with your major donors two or three times a year in
addition to the time when you ask the donors to renew their gifts. You will want
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to be in touch with some donors more often than that, depending partly on the
size of their gift and mostly on their personality and expressed level of interest. Re-
member that major donors are a good source of feedback, advice, and volunteer
energy, as well as a source of other major donors.

There are several easy ways to keep in touch with major donors that make them
feel personally appreciated and do not cost the organization much in time or
money. You can choose from the suggestions here or develop your own system, but
be sure to get a system in place.

Send a Holiday Card During December. The card should wish the donor
happy holidays and be signed by the chair of the board, a board member with a
personal relationship to the donor, or a staff person. If possible, write a brief note
on the card. The card goes alone—no return envelope, no appeal letter. (You may
also send major donors a year-end appeal in a separate mailing.) Unless your or-
ganization is religiously identified, make sure the card has no religious overtones,
including cultural Christian overtones such as Santa Claus, elves, or Christmas
trees. The same applies to the postage stamp you choose.

Attach a Personal Note to Your Annual Report. All donors should receive
a copy of your annual report. Those going to major donors should have a personal
note attached. The note can be on a Post-it and does not have to be long. It says
something like, “Thought you'd be interested in seeing this since you have been so
important to our success,” or “I hope you are as proud of our work as we are—
your gift helped make it possible.” It doesn’t matter if you don’t know the donor—
a personal note shows that they are appreciated. If you know that something in
your report will be of particular interest, note that: “Paul, that program you asked
about is featured on page five,” or “Fran, check out the photo on the back inside
cover.” Staff usually write these notes, but again, board members with relationships
to these donors can write them as well.

Report Successes During the Year. If you have positive press coverage, if you
win a victory in your organizing or litigation efforts, if you are commended by a
community group, service club, or politician, take the opportunity to send a spe-
cial letter to major donors telling them of the event. If possible, include a copy of
the article or commendation. This letter does not have to be personalized.
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Note a Donor’s Accomplishments. If you know a donor’s birthday, send a card.
If you learn that someone graduated from college, won an award, or had a baby,
send a card. Don’t spend a lot of time trying to learn this kind of information, but
pay attention and respond when the information comes your way. If you have your
donor’s e-mail address (and you should) you can send e-cards to save postage.

Include Brief Personal Notes with All Mailings. You can include a brief note
with anything major donors will be getting anyway, such as invitations to special
events or announcements of meetings.

Include Major Donors in Some General Mailings. Although you will not
send major donors all the requests for extra gifts that are sent to the rest of your
donor base, when a mail appeal is particularly timely or concerns a specific issue
that will be interesting to them, include major donors in the mailing.

Send a Quick E-Mail. You will be in touch with many of your major donors
by e-mail, particularly if you have an e-newsletter. From time to time, drop them
a quick e-mail note or forward something that you think they will be interested in
seeing.

By keeping in touch with your major donors, you will lay the groundwork nec-
essary to approach them for a renewal of their gift in the second year they give and
a request to increase the size of their gift the third year of their giving. Even if no
one in your organization has ever met this major donor and their gift came unso-
licited, through personal notes and letters you will begin to build a rapport that
will make it easy to meet the person in the future.

RENEWING MAJOR DONOR GIFTS

The process for approaching major donors to renew their gifts will vary depend-
ing on the amount they have given. This section describes how to ask for renewals
of various size gifts.

Gifts of $250 to $499

Near the anniversary of the donor’s gift, send a letter asking them to give again. The
letter should be personalized, with a handwritten note added as a postscript. In
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the letter, describe the highlights of the year just passed and attribute some of that
success to the donor’s gift. Wherever possible, use stories to illustrate your work
rather than simply narrating one dry fact after another. One paragraph should be
devoted to the needs of the coming year. The next paragraph asks the donor to
renew their gift. The letter should ask for the same size gift as the donor gave the
previous year, which both reminds the donor of the amount of their last gift and
shows that your organization keeps careful records. Include a reply card and a
stamped return envelope marked to the attention of the person signing the letter.

Gifts of $500 to $999

Use the format for gifts up to $500, but follow your letter with a phone call within
ten days. In the letter, let the donor know you are going to call. The phone call will
go something like this:

“May, this is June calling to follow up on my letter.”
“Yes, June. It’s lovely of you to call. I've already sent in my check—and con-
gratulations on your good work.”

June can then thank May for renewing her gift and ask if she has any other ques-
tions or tell her something that wasn’t in the letter (but be brief!). The whole in-
teraction will take five minutes unless May has some questions.

Gifts of $1,000 or More

Send a much briefer letter telling the donor you would like to visit with him or her
and that you will phone to set up a time. If you are simply asking for a renewal,
the telephone request for a meeting will often go like this:

“Frank, this is Earnest. Did you get my letter?”

“Yes, it came yesterday.”

“Great. Can we get together sometime to talk about the possibility of you re-
newing your gift?”

“You don’t need to visit me for that. I'll be happy to renew.”

In this exchange, even though he is planning to renew his gift, Frank may still
feel pleased that he was given this attention; again, the interaction is very brief. If
Frank does want to meet, he will be drawn even closer to the organization and you
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will have a chance to see how your group appears to someone who is thoughtful
about how much money to give you.

Many major donors, particularly those who live far away from the group, are
willing and even prefer to conduct business by e-mail. You will still send a letter
the old-fashioned way and offer to call or call and meet, but you can add a note to
your letter that says, “Feel free to e-mail me at jim@goodgroup.org if that is easier
for you.” Be sure to print out copies of e-mail correspondence for the donor’s file
and note on the donor’s record if he likes to use e-mail.

When to Ask for More

Two questions often arise: How many times should you ask donors to renew their
gift at the same amount before asking for an upgrade? And similarly, once the gift
is upgraded, how long is appropriate before asking for another upgrade? The an-
swer to both questions is simple: know your donor. The sooner you meet the donor
and learn more about him or her, the sooner you will have a sense of whether they
like to be visited, whether they are giving to their capacity and cannot give more
right now, whether they would rather make up their own minds about when and
how to increase their gift, and so on.

Of course, you can’t know all your major donors right away and some you may
never meet. When you don’t know, follow this formula: get the gift, the following
year ask for a renewal, the third year ask for an upgrade. If you receive a larger gift
after asking for an upgrade, ask for a renewal of that gift the following year and
the next year ask for a gift that is one-third again as much. Then repeat the cycle:
for a couple of years ask for a renewal and then another upgrade, and so on. If the
donor stays at the same level, keep asking for more unless you get information that
the donor is giving as much as he or she can afford.

In addition to this formula, use common sense. If someone gives you $5,000,
you may need to ask for a renewal for several years before asking for more. If some-
one gives you $250, then ask them to double their gift. On the other hand, think
twice before asking someone giving $10,000 to double. You can always add the
phrase “or more” onto any request you make if you really don’t know how much
more to ask for.

Of course, your organization must be able to justify needing more money, and
that need must be expressed to the donor in a compelling way by putting it into
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programmatic terms. Hiring another staff person, for example, is not compelling;
serving twenty more children (what the additional staff person is needed for) is.

THE HARDEST YEAR

In planning to add a major gifts component to your fundraising, keep in mind that
the first year of recruiting major donors may be the hardest. Do not set your goals
too high; you don’t want volunteers to be demoralized by failing to reach an un-
realistic goal. Major gifts solicitation can be done in the form of a campaign—that
is, with a formal beginning and ending time, specific materials, and a special com-
mittee, as described in Chapter Twenty-Three, or it can be an ongoing program,
with different volunteers helping at different times.

The most important step to take in a major gifts program is to start. Even if you
have only one prospect, ask that prospect. If the largest gift you can imagine some-
one giving is $250, start by asking for $250. A major gifts program builds on itself;
simply establishing the groundwork for the program will begin the process of get-
ting major gifts.
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Setting Up and Maintaining e
Pledge Programs

Pledging is possibly the oldest form of thoughtful giving. It is found in almost
every religious tradition in the practice of tithing, in which a person pledges
a certain amount of income, usually 10 percent, to their house of worship. Since
few can afford to give the entire 10 percent at once (if they could, they should be
giving more), most donors give the amount promised over some period of time.
In an annual giving program, they give it over the course of a year; in a capital cam-
paign, a pledge may stretch over as many as five years.

A pledge is a legally binding contract in which a donor commits a certain
amount of money and then fulfills the commitment with regular payments. Al-
though few organizations would sue a donor who did not fulfill her or his pledge,
it is important for donors to understand that this is a serious commitment and
under accounting law, the organization must count pledges as accounts receivable.

There are two great advantages of a pledge program to an organization: first, if
payments are spread over a time period any donor can give more than they could
give all at once, and second, a well-run pledge program means reliable monthly
income.

There are also clear advantages for the donor. People who are committed to an
organization can express that commitment with a bigger gift by pledging than they
could with a one-time donation. Many working people who could not give $300 all
at once could afford $25 a month. Further, people who give $100, $500, or even
$1,000 in one-time gifts may be able to repeat that gift four times a year or
even every month. Certainly, donors can’t make this kind of commitment to every
group, but they can and will make it to their favorite organization if the mechanism
is in place for that organization to ask them.
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Pledging is the simplest strategy with which to start the upgrading process. You
will have the pleasant surprise of seeing some people increase their giving by 400
percent—or even 1,200 percent—as they go from giving $25 a year to giving that
much every quarter or every month. Further, renewal rates for people who pledge
are higher than for regular donors, particularly if those pledging are giving by di-
rect debit or electronic funds transfer (explained below). Finally, donors who
pledge are more likely to include your organization in their will; in fact, introduc-
ing a pledge program is often the first step in introducing a legacy giving program.

INTRODUCING A PLEDGE PROGRAM

Once an organization decides to institute a pledge program, it needs to introduce
it in all its fundraising materials. First, send a special appeal to your current donors
asking them to consider pledging. In the appeal letter, explain that the reader is a
valuable supporter and that your organization wants to give him or her an op-
portunity to give more without undue hardship. Explain how helpful it is to your
organization to have a known amount of money coming in every month and what
kind of work you can do with these extra funds.

Second, use a small amount of space in your newsletter to discuss the pledge
program. Third, include pledging on all your return forms as one of the choices,
as in the following illustration:

| want to give $___ per month/quarter (circle one). My first payment is
enclosed.

Please bill to my credit card: (card type, number, expiration date)

Put information about pledging on your Web site and give people the option
of signing up to pledge at the site if you have a secured area for giving. The idea of
pledging sometimes takes a while to catch on, but when donors see this option in
many different places and grow familiar with it, more and more of them will take
advantage of it.

Make it as easy as possible for people to pledge by allowing them to put
their pledge on a credit card or to fulfill it through direct debit from their bank
account via electronic funds transfer. Your organization will have between 90 and
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95 percent collection success with these methods, and the amount pledged will
often be higher than if the donor were billed.

Organizations sometimes find it helpful to provide incentives for pledging by cre-
ating a special category for people who pledge, such as a Gift of the Month Club or
a Sustainer Council. People who pledge can also be given a benefit not available to
other donors and can be listed in a special category in newsletters or annual reports.

COLLECTING PLEDGES

Many pledge programs have failed because the organization did not put time into
collecting the pledged amounts or did not have a system in place to keep track of
payments. I have pledged to more than a dozen organizations over the years; with
some of them I made one or two payments, then forgot about my pledge. Most of
those organizations failed to remind me of my pledge or reminded me in such a
sporadic way that my pledge was paid sporadically. In one case, after being asked
to pledge $10 a month to an organization that I found appealing but knew little
about, and after making payments for a few months, I received a letter from the
group asking if I could pay the rest of my pledge in one payment because the group
“found the process of depositing so many checks every month too time consum-
ing.” Since the reason I had pledged was to be able to make a larger gift than I could
at one time, I found their request lacking in an understanding of the purposes of a
pledge program. Further, I found my feelings a little hurt by the implication that
losers like me and the other people pledging were taking up so much of the orga-
nization’s valuable time with our endless donations. As a result, I stopped giving
altogether. Perhaps not surprising, I never heard from the organization again.

Keeping Track of Pledges

It is easy to keep track of pledges in your fundraising database. Most databases have
fields built in to record pledges and to make sending reminders simple, or you can
buy a module specifically designed for managing a pledge program. If your data-
base does not have this feature already or you do not want to add another com-
ponent to your computer systems, set up fields in your existing database to record
pledges and the payment due dates. As payments are made, record them. Send
a pledge reminder each month or quarter so that it arrives right before the first of
the month, when most people are paid. If people are billed regularly on this
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timetable, you will have the smallest number of dropouts. Send a form such as the
one shown here, sized to fit the stamped return envelope that accompanies it. The
forms can come right out of the database or they can be filled in by hand. Make
sure to note how much has been paid and how much is still owing.

Sample Pledge Reminder Form

Organization Name and Address
Date
Dear Donor Name,
Your monthly (quarterly) pledge of $_____is now due.

Please remit in the enclosed envelope. We are very grateful for
your ongoing support and for your commitment to our work.

Director or other
staff name
Total amount pledged $

Total amount paid to date $
Make checks payable to: Your organization, address.
Your gift is tax deductible to the full extent of the law.

Although far more laborious, you can keep track of this information on a paper
system. Record the pledge information for each person on a file card and keep all
the pledges in a file box. Each file card should contain the donor’s name and ad-
dress, the amount pledged, the date the pledge was made, and how often payments
will be made. Create a column noting the dates payments are due, and check off be-
side each date as payments are made. A quick glance will tell you whether the donor
is behind in payment. Once a month go through the box, fill out preprinted pledge
forms, and send them with a stamped return envelope. Pledge collection is an ex-
cellent fundraising task for a careful and thorough board member or volunteer.
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Most groups find that they collect between 80 and 85 percent of pledges that
require the kind of billing described here. If a person has been reminded three
times without paying, assume that he or she is not going to fulfill the pledge. Some
groups have found it helpful to call the donor to see if there is a problem that the
organization can rectify. Usually it has nothing to do with the group, but instead
that the donor’s financial situation has changed for the worse or that the donor
didn’t realize what a difficult commitment their pledge would be for them. Don’t
hound people for payment. Simply roll them back into the regular donor program.

At the end of the year, send a personal letter with the final pledge note asking
the donor to renew his or her pledge. Include a renewal form. The letter can be
simple and straightforward, such as the following:

Dear )

This is the last payment on your pledge of $250. Your ongoing sup-
port has been tremendously important to us this past year. We have
been able to use the extra funds provided by our Sustainer Council to do

and . Thank you very much for your commitment.

I hope that you will renew your pledge. We will continue to send
you reminders, and you will receive (name a benefit here), available
only to people who pledge. | enclose a form for you to fill out. Thank
you again for all your support.

Sincerely,
Director or Board Chair

Collecting Pledges by EFT or Credit Card

There are two systems for collecting money from donors that require little paper-
work on the part of the donor and ensure immediate collection of the pledged
amount of money: electronic funds transfer and credit cards.

Electronic Funds Transfer. Electronic funds transfer (EFT) allows the transfer
of funds from one account to another via a computer network. For many people,
electronic banking has taken the place of check writing, with people authorizing
their mortgage, phone bills, health club memberships, and other debts to be with-
drawn from their bank account automatically; others are paying most of their bills
online (which is another form of EFT).

Setting Up and Maintaining Pledge Programs

257



258

The advantages of EFT to an organization are many. When a donor authorizes
a regular withdrawal from his or her bank account to the organization’s bank ac-
count, pledge fulfillment is increased to nearly 95 percent. Donors must cancel the
EFT arrangement in order to indicate that they are not renewing, which results in
a renewal rate of between 92 and 98 percent. Organizations with established donor
programs find that EFT is one-fifth as expensive as traditional pledge collection
systems because there are no mail costs and fewer processing costs.

The main advantage for the donor is that EFT is very convenient—a one-time
authorization takes the place of writing and sending a check each month or quar-
ter. The donation is listed in the donor’s monthly bank statement, so they are re-
minded of their gift.

You can set up an EFT account with your bank or with an EFT service provider.
Most organizations find that using an independent provider gives better service
because EFT is the provider’s only business. You will need to investigate available
EFT suppliers, get bids, and research them with the same care you exercise in
looking for good printers, adequate databases, technical support, and so on. EFT
works best with a high volume of users, which offsets the set-up fee and fees for
each transaction, which usually decrease with volume. Talk with other organiza-
tions that are using EFT to get the best sense of what arrangement will work best
for you.

There are a few federal requirements for signing someone up for EFT in the
United States, which mostly serve to ensure protection for the donor. The donor must
sign a form that authorizes the transaction, and the terms of the transaction
must make clear the length of time the transactions are authorized for and that the
donor is free to cancel at any time. Most organizations specify that transactions will
continue until the donor requests they stop. The donor must receive a photocopy of
the transaction form.

There are no disadvantages to EFT, but an organization must have a solid donor
base and excellent bookkeeping and accounting systems in place to work quickly
and efficiently with the EFT vendor or bank and with the donors. Your system must
be computerized, and you will want to be able to project that at least one hundred
donors will be using EFT in some period of time, usually a year, for it to be truly
cost effective for your organization.

Here’s an example of how one group advertised their EFT program to its
donors.
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SAMPLE AUTHORIZATION FORM AND INCENTIVE OFFER
FOR EFT PROGRAM

Join People for Cultural Preservation’s Simple Gift Program . ..
and receive a cassette of early American hymns

The Simple Gift Program Is Convenient

Your gift is paid automatically each month by your bank, and you
will never have to write us another check (unless you want to!). A
record of your contribution will appear on your monthly bank state-
ment. You can cancel at any time.

The Simple Gift Program Increases the Value of Your Gift

The cost of processing your donation is reduced, so more of your
money can go right to work in our preservation research and pub-
lication efforts.

Here’'s How to Join

1. Fill in your monthly gift amount, name, address, and tele-
phone number on the attached form.

2. Initial the Inflation Guard Box if you would like to increase your
gift by 5 percent each year on the anniversary of your enrollment.

3. Sign and date the form.

4. Enclose your check payable to People for Cultural Preservation
for this month’s gift—transfers will begin in about six weeks.

5. Mail the form and your check in the enclosed return envelope.

Terms of Agreement

My authorization to charge my account at my bank shall be the
same as if | had personally signed a check to People for Cultural
Preservation (PCP).
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This authorization shall remain in effect until | notify PCP or my
bank in writing that | wish to end this agreement and PCP or my bank
has had a reasonable time to act on it. PCP or my bank can terminate
this agreement with ten days’ written notice mailed to me.

A record of my payments will be included in my regular bank
statement and will serve as my receipt.

My initials in the Inflation Guard Box authorize PCP to increase
my monthly charge by 5 percent on each twelve-month anniversary
of the initial charge.

Monthly pledge $___Inflation Guard? __Yes___No
Signed Date

Credit Card Charges. If you decide to use a credit card option for donor
pledges, set it up through your bank (if you haven’t already). The bank will run a
credit check on your organization to see how many checks you have bounced,
whether you pay your rent and other bills on time, and what your assets are. If your
organization uses credit cards for its own purchasing, your credit rating will be a
help (or hindrance, if you don’t pay your bills on time). Someone from the bank
will also visit your organization, mainly to verify that the organization exists and
seems to be what it claims.

Sometimes a bank will ask board members, in their capacity as trustees, to su-
pervise the maintenance of a credit card program and to aver that, to the best of
their knowledge, the organization is sound enough to undertake such a program.
(Such management is part of board liability and is not an extra duty for board
members.) The bank may also run a credit check on those individuals. (Such in-
vestigation is not part of board duty.)

The bank has a nominal set-up charge, a monthly fee whether or not anyone
uses the service, and a transaction fee of between 2 and 5 percent, depending on
your volume. You have to decide how to handle authorization and you have to fac-
tor in a small number of bad cards. Unlike EFT, you also have to ask donors to
renew their pledge in the year their credit card expires because your authorization
to debit their card only lasts until the expiration date on that card.
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With a pledge program, the donor’s credit card is charged every month with
the amount of the pledge. There are services run by nonprofits, such as Ground
spring.org and NetworkforGood.org, that will handle both credit cards and EFT
donations for you. These are well worth exploring.

TWO DON'TS OF PLEDGE PROGRAMS

There are two warnings to heed in setting up a pledge program.

First, don’t set up any pledge program unless you are confident that your
record-keeping and accounting systems are adequate to handle it. You want to be
particularly thorough in handling EFT and credit card collections, as banks have
long and unforgiving memories. Ask board members and other volunteers to in-
augurate your EFT or credit card pledge programs while you work out any glitches
in your system, then move on to your donor base. Organizations often find that
they upgrade their own infrastructure as they upgrade these systems to handle
more sophisticated ways of interacting with donors. In that way they not only
raise more money but they also run more efficiently and effectively overall.

Second, don’t be tempted to cut costs on your pledge programs. For example,
don’t try to save the cost of mailing donors reminders of their pledges by provid-
ing a donor who has made a monthly pledge with twelve envelopes at one time,
expecting the person to return one envelope containing a payment each month.
People cannot be expected to remember to pay their pledges or to keep track of
envelopes for an entire year. Even though churches give congregants a box of en-
velopes for an entire year, they have the advantage of reminding people weekly
about their pledges. Further, for people who don’t come to church regularly, the
church will send a letter reminding the congregant of their pledge, and the minis-
ter or the chair of the finance committee will call.

In a similar vein, don’t leave the stamp off of the return envelopes. Some
organizations reason that if the donor can afford and is committed enough
to pledge, he or she can afford a stamp. The purpose of the stamp is not to
save donors money. It is to make it as easy as possible for them to pay their pledge
in a timely fashion and to show respect for the commitment they have made.
Do not set up a pledge program only to undermine it with poor record keeping
or penny-pinching.

Setting Up and Maintaining Pledge Programs
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Segmenting Donor Lists to TWENTY
Build Loyalty

| hope it is obvious by now that having a donor is not like having a pillowcase or a

table. Donors take maintenance. They are living, breathing beings with feelings and
attitudes, and they are being sought by 1.5 million other nonprofits. Certainly, they
gravitate to organizations they believe in, but if they have a choice between two or-
ganizations they believe in and one pays attention to them and the other doesn’t, it is
not hard to guess where they will send their money. Segmenting donors basically
means figuring out how various cross sections of your donor base like to be asked for
money and avoiding using strategies that they don’t like or don’t respond to.

If one donor says she or he hates to be phoned or wants to receive no more than
one appeal a year, we tend to think that a huge number of our donors think ex-
actly like this one. I have known organizations that stopped sending multiple ap-
peals because one donor complained, even though fifty donors might have sent in
an extra gift! Donors are not all alike. Some dislike being phoned, but others give
only by phone. Some will never read an e-newsletter, others will ignore a paper
newsletter. One thing donors do have in common is that everyone appreciates
thoughtful, personal attention, so we give that to all donors as best we can.

Because people have individual likes and dislikes, we should accommodate these
preferences when we can. For example, if someone sends your organization $35
with a note that says, “I only give once a year, so please only ask me once a year,”
code this donor’s file in your database to suppress their name for any other mail-
ing during the following twelve months. That person will not be invited to an event
or get the spring appeal. Similarly, someone who writes on their reply card,
“Absolutely no phone calls” should never be phoned because the information was
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put in their donor record. In fact, even if you could take their phone number from
their check, don’t enter it into your database. If you don’t have it, you are much
less likely to make a mistake and call.

Most donors don’t tell us directly what they want. They may still have desires,
however, and they indicate their preferences by their behavior. Our goal is to make
an informed guess about their behavior before they decide not to give us any more
money. Segmenting, which means dividing your donor lists into smaller batches
according to various criteria, allows you to take their preferences into account and
saves your organization time and money because you are not using strategies with
people who have never responded to them.

The first set of segments is very simple. Donors should be sorted by how long
they have been giving your organization money (longevity), how big their gift is
(size), and how often in the same year they make a gift (frequency). Let’s look at
each of these criteria.

Longevity. In many ways, the most important donors are the ones who have
given you money for at least three years, regardless of the size of their gift. Create
a category for those people. If your organization has been around for a while and
your records are good, you may want to create categories for donors who have
given for five or even ten or more years.

Size. Determine what amount of money is more than most people in your con-
stituency can give, and create a list of donors who give that much or more. In some
organizations, this may be $100, but for most it will probably be $250 and up.

Frequency. Although there are many donors who give only once a year, there
are many others who give every time they are asked. Create a category for people
who give two or more times a year.

Once you have grouped your donors according to longevity, size, and frequency,
print out the following lists of donors:

+ People who have given $250 (in one gift) more than once a year for three or
more years
* People who have given $250 once a year for three or more years

* People who have given between $100 and $249 once or more than once for three
or more years
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In descending order, these donors are your best prospects for upgrading and
are often good people to consider for volunteer opportunities. Your personal
solicitation efforts should be directed to these groups. They care about you
and have shown that caring for several years. These donors are signaling that
they like your organization. Chances are they will respond favorably to personal
attention.

Show this list to trusted board members, volunteers, and people who know your
community and who have some discretion. Ask if they know whether any of the
people on these lists are capable of giving a lot more. Perhaps Jane Smith gives you
$250 twice a year and has done so for three years. A volunteer knows that Jane
Smith gives $1,000 to an organization similar to yours and says that Jane always
speaks highly of both organizations. Because as a general rule donors should be
asked to upgrade their gift every third year, Jane is a little overdue. Your next so-
licitation to her can ask her to consider making a gift of $500 or even $1,000 (with
a good reason for needing that much of an increase, and if the solicitation is done
personally).

Donors who only give once a year should only be asked once or twice a
year, whereas consider sending an extra appeal during the year to people who
give every time they are asked; these are also people who should be asked to
join a pledge program. People who always renew by phone should no longer get
three renewal letters before being phoned; instead, send them one renewal letter
and then call them.

By observing patterns among your donors, you can save yourself a lot of time and
money and increase your fundraising income with little extra work on your part.

In addition to categorizing by size, longevity, and frequency, note which donors
only come to events or perhaps only come to one event. These donors should not
get regular appeal letters unless you have evidence that they respond by giving to
those as well. If a donor only gives when she comes to your signature event, does
so for three years or more, and does not give to any other appeals, that is a sign
that she does not need to get the other appeal letters. If one year that donor does
not come to the event, then you could send her a letter after the event telling her
how well the event did and how she was missed and asking for a contribution.
(Keep in mind that all the donors are getting the newsletter so they can know what
is happening at the organization if they want to find out. Segmenting the donors
does not mean that some donors never hear from you.)

Segmenting Donor Lists to Build Loyalty
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Note which donors only give to appeals for specific things (playgrounds, schol-
arships, capital projects) but who never send money in response to general appeals.
If you have a specific need, these are the donors to approach more personally for
that need. These are often your best prospects for capital campaigns as well.

Identify the people who give several times a year and either send them one more
appeal or ask them to become members of a pledge club to see if you can convert
them to monthly or quarterly donors. All donors should be offered the chance to
pledge on all your reply devices and as a suggestion in renewal letters, but donors
who give frequently should be offered that option in a special letter about the
advantages of pledging. (For more on setting up a pledge program, see Chapter
Nineteen.)

Your goal in looking closely at how donors give to your organization is threefold:

* You give donors the kind of attention they want

* You save the organization from phone calls or letters from frustrated donors
saying, “You send too much mail,” or “I can’t stand being phoned,” or “You are
using all the money I gave you to ask me for more money”

* You are able to focus your primary fundraising energy on donors who are loyal
to the organization, as opposed to donors who are loyal to a person in the or-

ganization or to an event

STAYING IN TOUCH WITH DONORS

In times of economic downturn or world instability, loyal donors are not only the
bread and butter but also the lifeblood, to mix metaphors, of an organization. What-
ever work you can do to build their loyalty is critical. Matching strategies of asking
with types of donors, as described in this chapter, is one way to help build loyalty.

Of course asking for money, even in a way the donor responds to, cannot be the
only way you are in touch with donors. You need to make sure you are telling the
donors what you do and helping them be ambassadors of your work with their
friends. Examine all the ways you are in touch with your donors and put yourself
in the donor’s shoes. If all you knew about an organization was what donors
receive, would you as a donor feel proud to be a member of this group? Puzzled?
Excited? Would you have a sense of the consistency of your group’s work or would
it seem scattered?
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For example, for three months in a row a monthly newsletter from an organi-
zation that works with students in the public schools has printed a number of pic-
tures of young people in political demonstrations. The captions require knowledge
that is not provided in the newsletter: “Elkmont High School students protest HR
2233, “Lakeshore Middle School students protest Harris Firing,” and “Monument
Parents Upset over Locker Room Decision.” One has the impression that this or-
ganization works primarily through protests and walk-outs around issues that are
not common knowledge. Moreover, their thank you notes are generated by com-
puter and merely state, “Thank you so much for your gift of $___. It helps us do
our important work improving public education.” Although a handful of major
donors are sent additional information, mostly because they are also serving in
some volunteer capacity, what donors read in the newsletter is all most of them
know about the organization’s work. When it conducts a small survey of donors,
the organization is surprised that no one knows about their tutoring program, or
that they are sending ten students to internships in Washington, D.C. These are
also exciting program activities that lend themselves to photographs and show
much more of the range of the organization’s work.

The organization rethinks its communications so that each newsletter features
an in-depth story on one program area and smaller updates on other programs.
The thank you notes are changed so that they also contain a one-paragraph de-
scription of one aspect of the work. Not surprisingly, more donations flow in and
donors add notes to their reply devices, such as, “Great story about the importance
of one-to-one organizing.”

Read a years’ worth of communication from your group and see what you would
know and not know about the group’s work if that was all you got. You will quickly
spot problems and be able to fix them. Further, see if you can add any personaliza-
tion to your thank you notes or contact donors with an occasional letter or phone call
to show more personal appreciation of their efforts. A letter that begins, “This is the
fifth year you have helped us. Let me list some things your gifts have helped make pos-
sible over the past five years” is a relatively easy letter to create when seeking renewals.

We appreciate all gifts and all motives for giving. But our best chance of getting
a donation year in and year out is by building a relationship with the donor—
a relationship that goes beyond any of the people in the organization. Segment-
ing, then deciding how to treat each segment of the donor list, is an easy and
important step in building and keeping a broad donor base.

Segmenting Donor Lists to Build Loyalty
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Considering Legacy Giving TWENTY-

ONE

Alegacy gift is any donation that requires a lot of thought on the part of the
donor. However, we mostly use the term legacy giving (also called planned
giving) to refer to arrangements made for a group to receive contributions from
the estate of a donor. These gifts are generally made by long-time, loyal donors
who believe in the need of the group to exist after their own life is over, and more
important, who have faith that the organization will continue to do a good job for
years and years to come. These are not necessarily major donors; many bequests
come from donors who have given small amounts to an organization for a long
time. When I look around at board meetings I attend, I often reflect that in fifty
years (which is really very little time), people who aren’t even born yet will be run-
ning the organization. I will be deceased. What would I need to know about this
organization to trust that it will continue to attract people to its board and staff
(people who don’t exist yet) who will continue to do good and needed work?
Whatever information that creates that confidence is fundamental to getting
donors to consider legacy gifts.

Some organizations use legacy gifts for annual expenses, but since the gift is not
repeatable, this practice is unwise. Others use legacy gifts for capital improvements.
Most groups, however, use legacy gifts to build endowments. An endowment is a
permanently restricted fund invested to generate interest. The principal, or
corpus, is never spent but is added to as more legacy gifts come in. The interest
income can be used as the organization wishes, unless the donor has created terms
restricting how the gift can be used. Interest income is usually used to offset gen-
eral operating costs, as these are the most difficult to raise money for. In the next
chapter, I discuss endowments in more detail.
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GETTING READY FOR A LEGACY GIVING PROGRAM

Many organizations think that getting ready for a legacy giving program involves
going to seminars and memorizing complicated financial planning language, then
identifying the organization’s oldest donors, explaining what you have learned to
them, and watching them sign on the dotted line. In fact, before anyone in the
organization begins the process of learning the many different ways to word a
bequest, a number of things have to be in place.

First, it is critical that your organization discusses and agrees on the need to
exist far into the future and comes to grips with what that means for your overall
mission.

Second, in addition to deciding how far into the future your group needs to
exist, you need to look at whether people trust you to do your work now and un-
derstand your need for funds. Does your group have a good reputation—not just
for work accomplished, but for stewarding resources, handling money responsi-
bly, and raising money with integrity? Although many grassroots organizations
could answer yes to all these questions, they may be surprised at the extent to which
their donors have no sense of how their group deals with money. If you don’t put
out an annual financial report, if you don’t publish the names of your donors from
time to time, and if you don’t regularly talk about how you raise money, your
donors may have never thought much about your financial needs. For example, if
someone asks where the local humane society or college or symphony orchestra
gets its money, many people would answer that these institutions get a lot of money
from individuals and bequests. Because of that, as people write their wills, many
think of leaving some of their estate to the humane society or their alma mater or
local arts group. You can start a legacy giving program without people being aware
of how your organization raises and spends money, but it will not go very far until
that information is more commonly known.

Third, and closely related to the previous point, you need a donor base that
includes people who have given your organization money for several years and who
think of your organization as one they will support as long as they can. Many groups
need to develop their donor base before they begin a legacy giving program—not
just in terms of numbers of donors, but also in terms of donor loyalty.

If one or more of these elements are not in place, skip this chapter and re-read
the preceding chapters. Do what is recommended in those chapters and you will
be ready to come back to legacy giving in a year or two.
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PREPARING TO TALK ABOUT LEGACY GIVING

Many organizations that have the donor base in place to start a legacy giving pro-
gram hesitate to do so because of the almost universal taboo about talking about
death: not only do people feel awkward talking to anyone about their death, they
feel doubly awkward raising the subjects of money and death at same time. Such
a discussion may seem not only in bad taste but intrusive. However, it is impor-
tant to remember that in the United States bequests, which are the most common
form of legacy giving, account for nearly 10 percent of all the money given to non-
profits. In fact, the money given from bequests in most years is equal to the money
given by foundations and always surpasses the money given by corporations. (An
old joke in fundraising is that dead people give away more money than corpora-
tions.) If you want people to think of your organization when they are drawing up
their estate plans, you will have to ask them in one way or another.

When you ask someone for a bequest you are not asking them to die—as
inevitable as that will be for us all. You are instead making a statement about your or-
ganization and its need, complimenting the donor on their loyalty and commitment
to your cause, and giving them another opportunity to act on that commitment.

THE IMPORTANCE OF A WILL

To give you a sense of the market, more than half of all people die without a will.
Of people who make a will, only about 7 percent include a bequest. Even among
very wealthy people, for whom a bequest would lower estate tax for their heirs, in
the past few years, only 18 percent of estates included bequests. Nonetheless, the
vast majority of legacy gifts, regardless of size, are bequests. Fully four out of five
planned gifts are made this way, so for many organizations, particularly grassroots
ones, establishing a solid bequest program is as far into legacy giving as they will
ever need to go. The terms of almost all legacy gifts, even very complicated ones,
are laid out in a will.

Everyone should have a will because no one knows when they are going to die
and because everything you own during your lifetime you also own after your
death. You have the authority to direct what happens to your property after you
have died, but if you choose not to make a will the state will make that direction
for you. Introducing your donors to legacy giving is thus a service to them because
it causes them to think about making or updating their wills. Your nonprofit may
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get some money as a result, but the main service is that making a will protects the
donor’s family and other interests.

If a person dies without a will (called “dying intestate”), the law specifies who
will receive the estate, as follows:

« If the person is survived by a spouse and not survived by a child or parent, their
spouse receives all their property

+ If a person is survived by a spouse and a parent and not a child, the spouse and
parent share the property

+ If a person is survived by a spouse, child, and a parent, the spouse and child
share the property; the parent receives nothing

« If a person is not survived by a spouse or a child or a parent, then their broth-
ers and sisters and the children of any deceased brothers and sisters share the
person’s property

MOTIVATING DONORS TO MAKE A WILL

In most grassroots organizations that have middle-class, working-class, and low-
income donors, the first step in a legacy giving program is motivating donors to
make a will. The second step will then be to encourage them to name the organi-
zation as one of their beneficiaries. A few case studies about what happens to peo-
ple who don’t have wills motivates most donors to create one. Names have been
changed in the three examples presented here, but they are true stories.

THE IMPORTANCE OF A WILL

Mary Springhill, age fifty, died of breast cancer. She had no children and
her parents were deceased. She was separated but not divorced from her
husband. Mary was a fairly successful artist and her estate, including a
house, a new car, and some savings, was worth a little more than
$400,000. Mary had never gotten around to writing a will; during the
time she had cancer, she was too sick to think about preparing one. Mary
had left her husband three years prior to her death, after enduring his
physical and emotional abuse for fifteen years. Now, as the surviving
spouse and sole heir, he is the beneficiary of her entire estate.
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Pro-choice activist Alice Williams, age thirty-three, was killed in a car
accident. She and her parents had clashed about her pro-choice views as
well as her progressive attitude toward many issues. Her parents were
active in their fundamentalist church and had told their daughter on a
number of occasions that she was “going to hell.” Although they were
all on speaking terms and Alice spent some holidays with her parents,
their relationship was very strained. Alice believed she was too young to
need a will and that her estate did not warrant the cost of going to an
attorney to draw one up. (Like many people, Alice erroneously believed
that only attorneys can make legally binding wills.) At twenty-one, Alice
had inherited $100,000 from an aunt. She had never spent the money, al-
though she often used the interest it generated to augment her salary.
Without a spouse or children, Alice’s estate of $100,000 went to her par-
ents. Alice may not have objected; however, in the belief that the money
could, as they put it, “nullify some of the evil work poor Alice had done,”
her parents gave it all to a variety of anti-abortion organizations.

Fay and Marianna were lovers for five years. Fay had inherited an
apartment building and a handsome stock portfolio from her father. She
and Marianna lived in a home Fay had bought before they got together.
They were planning to add Marianna’s name to the title of the house, as
well as to create wills, when Fay was struck and killed while crossing the
road by a drunk driver. Because Fay had no will, her parents became her
legal heirs. They had never approved of Fay’s relationship with Marianna.
After Fay’s death, they evicted Marianna from her house and told her that
she would receive nothing from Fay’s estate.

Most people underestimate the worth of their estate and overestimate the time or
cost involved in setting up a will. They do not realize that when there is no will,
whoever ends up dealing with someone’s estate can be in for a tremendous amount
of work. Finally, aside from the distribution of property, a will can carry wishes
about how the person wants to be buried, whom they want looking after children
or pets, and any other legal or other obligations the deceased wishes heirs to assume.

A warning before proceeding further: Nonprofits cannot be involved in the
creation of someone’s will. They can encourage people to create a will, offer
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workshops about wills led by attorneys or estate planners, and discuss what they
know about wills with donors and in written materials, but they must not get
involved in giving legal advice or in helping people to write their wills. The only
advice anyone in a nonprofit should give current or potential donors is that the
donor consult their own attorney or financial planner. The reason for all these
cautions is that people who work for nonprofits are subject to being accused of
“exerting undue influence,” thus opening the way to legal challenge of a will.

THE BEQUEST

The simplest form of legacy giving to a nonprofit—and the most common—is the
bequest. A person notes in their will what property they wish your organization
to have: cash, stocks, bonds, art—anything of value. People who already have wills
and don’t want to change them substantially can add a “codicil” or amendment to
their will to specify gifts to your organization.

One of the most famous and earliest bequests was given by Ben Franklin in
1790. He left the equivalent of $4,000 to be divided between the people of the state
of Pennsylvania (76 percent) and the city of Philadelphia (24 percent) on the con-
dition that it not be touched for two hundred years. (Franklin had great faith in
the future of his state and city!) In 1990, when the two hundred years were up,
Franklin’s bequest was worth $2.3 million. A group of Franklin scholars given au-
thority to recommend the best use of the money decided that the city’s money
should be kept in a permanent endowment at the Philadelphia Foundation and
the state’s money should be shared between the Franklin Institute and a consor-
tium of community foundations around the state.

HOW SOMEONE MAKES A BEQUEST

Anyone can make a bequest. All that is required is that they are alive and of sound
mind when they make their will and that they own something they can’t take with
them. Many people think bequests are only for wealthy people, but in fact, if all
someone owns is a late-model Ford, they can leave that car to a nonprofit, which
can then keep whatever amount they can sell it for.

All bequests are revocable during the life of the donor—a will can be changed
any number of times. Your organization may be included in one will and left out
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of a later version. Thus, unrealized bequests (bequests promised to you by donors
who are still alive) cannot ethically be counted toward a fundraising goal.

Wording of Bequests

Although nonprofits cannot direct people in the wording included in their wills,
they can, in their newsletter or other printed material, let donors know the
appropriate wording for various types of bequests they may wish to leave to your

group.

The General Bequest. The general bequest is the simplest bequest, whereby a
donor gives a stated amount to the nonprofit group without attaching any condi-
tions. The bequest reads as follows:

| give and bequeath to (exact legal name and address of organiza-
tion) the sum of $ (or a specific piece of property) to be used as
the board of directors directs.

To be absolutely certain there is no confusion about which nonprofit organiza-
tion the donor meant, it is a good idea to include the address of the group.

Similar to the general bequest in language and intent are two other types of
bequests.

Bequest of a Percentage. With this type of bequest, the donor makes the fol-
lowing type of statement:

| give and bequeath ___ percent (a specific percentage) of the total
value of my estate to (exact legal name and address of organization)
to be used as the board of directors directs.

Bequest of Residue. A bequest of residue is a provision that all wills should
have. It leaves the remainder of a person’s estate to an organization or a person
after all other bequests are fulfilled. These bequests are often the largest ones; they
read as follows:

The rest, residue, and remainder of my estate, both real and personal,
wherever situated, | give and bequeath to (exact legal name and
address of organization) to be used as the board of directors directs.
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The remaining three types of bequests have more strings attached or only come
into play under certain circumstances.

Contingent Bequest. A contingent bequest leaves a bequest to the nonprofit if
any of the other beneficiaries are unable to receive their bequests because of death
or other circumstances. Everyone should have a contingent bequest in their will in
case circumstances have changed since it was drawn up.

Should (name of heir) predecease me, the portion of my estate going
to (name of heir) | give and bequeath to (exact legal name and
address of organization).

Income Only to Be Used. This type of bequest carries the following wording:

| give and bequeath to (legal name and address of organization) the
sum of §____ to be invested or reinvested so that the income only

may be used as the board of directors directs.

Designated Bequest. This type of gift provides a sum of money for a specific
or designated project or program.

| give and bequeath to (legal name and address of organization) the
sum of $§__ (or the property or percentage) to be used for (specific
description of program, scholarship, building, and so on)

Ideally, a designated bequest has some kind of contingency, such as the
following:

Should this program no longer be needed, or be fully funded from
another source, the bequest may be used as the board of directors
directs.

The most flexible bequests are those that are best for the nonprofit; it is the
wording of those that you will wish to advertise.

You can see from these various types of bequests how a donor might change their
will over time to make your organization more of a direct beneficiary. Some donors
start with a contingency bequest, basically saying that if one or more unlikely things
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happen, your organization will benefit. They may move to a percentage or an actual
amount for your group. Later, they may change their bequest to a residue
bequest—anything they have forgotten about is yours. The fact that bequests are
revocable works in favor of nonprofits as well as donors and should not be seen as
a disadvantage.

GIFTS FROM INSURANCE AND RETIREMENT FUNDS

Any time a person owns an asset, such as an insurance policy or investment in a
retirement fund, they will be asked to name a beneficiary. That beneficiary can be
a nonprofit organization, or they can name an heir and then a nonprofit in the
case that the heir dies first. Here are a couple of common examples.

Existing Life Insurance Policies

People generally buy life insurance to protect their survivors if sufficient assets have
not been accumulated. The value of the life insurance policy may cover mortgage
debt or protect a business. As a person gets older, they may not need that protection
and can change the beneficiary of their insurance to a charity of their choice. With
certain kinds of policies, the older the life insurance policy, the more cash value it
builds up. Sometimes people realize that they don’t need the policy anymore, and
they donate its value during the policyholder’s lifetime. (This, of course, is not as
much money as the policy would pay as a death benefit.) The Life Insurance Fact
Book (a real page-turner) estimates that there are some four hundred million life
insurance policies in existence in the United States

Buying Life Insurance to Fund a Gift

For people wanting to make a gift to an organization that is far greater than they
imagine they would ever be able to give from accumulated assets, buying a life
insurance policy and making the charity a beneficiary may be a way to go. The pre-
miums on such a policy may be tax deductible.

From an organizational viewpoint, this kind of insurance is problematic
because it means the donor is paying out money to help your organization, but
you will not see the results of this money until the death of the donor, perhaps far
in the future. If the donor stops paying his or her premiums, the nonprofit has
neither the insurance nor the donor.
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IRAs or Other Retirement Plans
Most Americans are eligible to participate in some kind of tax-deferred retire-
ment plan. You can encourage your donors to make your organization the
primary, secondary, or final beneficiary of their plan or to name your organiza-
tion as a recipient of a percentage of the proceeds. This money may come to
you if the person dies before retirement or before they have used all the money
in the plan.

The types of legacy giving I have described are the vast majority of planned gifts
and will keep the average small nonprofit quite busy.

INTRODUCING YOUR LEGACY GIVING PROGRAM

You have probably thought, as I often have, “I don’t how I would bring up the
idea of leaving a bequest with anyone; even if I did, they would be completely
shocked. These feelings are totally normal. I have known donors who had a favorite
grassroots organization to which they made significant donations and for which
they volunteered, only to make legacy gifts to their university or another much
larger institution. They made this decision because they could not be sure
the grassroots group would last long enough to benefit from a bequest or
because they did not trust that the organization could manage an endowment.
This is a vicious circle, and people in fundraising roles in small organizations
need to break it by learning as much as they can about legacy giving and convinc-
ing some of our bolder donors to take the leap with us. Once a few do it, others
will follow.

The best way to introduce a legacy giving program is also the easiest and most
low-key: use letters, newsletters, and your Web site. In them, discuss your
endowment and your vision for the future, and ask donors to think of you
when they are making their estate plans. Then add a description of some of the
kinds of bequests and an invitation to make your organization a beneficiary of a
donor’s will.

Start with the newsletter. Once or twice a year, include an article that focuses
on the need for your organization to exist for a long time and therefore to have an
endowment, and on the need for the donors to have a will that expresses their com-
mitments. Use real-life stories and give people examples of language they can use
to create a codicil (amendment) to their current will.
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Once a year, send a mailing specifically focused on wills to your whole donor
list, or if you want to segment, to donors who have given for three or more years
in a row. You may wish to use a brochure explaining bequests and send it with
the mailing. There are many planned giving professionals who will provide you
with a generic brochure for a small fee that you can customize for your own
organization, so there is no need to start from scratch on this. You can find rep-
utable people by asking development professionals in universities and hospitals
who they recommend, or by looking on the Web site of the Association
of Fundraising Professionals or the National Council of Planned Giving
Professionals.

Many people are happy to answer questionnaires, so one way to introduce your
legacy giving program is to include a questionnaire in a mailing or newsletter, as
in the following example:

Reviewing Your Plans

Do you have a will? Q Yes @ No
If the answer is no, would you like more information

about how to create one? a Yes QO No
Have you reviewed your will in the last three years? QYes O No

Have you experienced significant changes since
you last reviewed your will (such as moved to
another state, had a child, bought a house)? O Yes O No

Have you included the organization you care
about in your will? Q Yes @ No

Follow the questionnaire with the article in your newsletter described earlier
or with a letter giving some of the answers to commonly asked questions about
preparing wills and leaving money to charity. In the article or the letter, offer to
meet with anyone who would like to discuss your organization’s need for an en-
dowment and how they might help.
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In every newsletter and on your Web site, include a notice (like a classified ad)
that your organization is receiving bequests and ask people making up their wills
to remember you. Here is sample language for such ads:

As you are making out your will, remember us with a bequest. Our
full legal name and address are . For more infor-

mation about bequest language, call or write: phone number, postal
and e-mail addresses.

If you have provided for (name of your group) in your estate plans,
please let us know. If not, please let us show you how you can. Call
or write: (group’s name and addresses).

Givers can also be reminded that they can name your organization as the first,
second, or final beneficiary for part of all of the proceeds from IRAs, insurance
policies, wills, or any other estate-planning documents.

Present this information frequently and people will begin to notice. Once they
begin to notice, they will remember your organization when they are making out
their will. It generally takes about three to five years for a legacy giving program to
begin to produce results (that is, that you actually begin receiving bequests or you
know that some of your donors have provided for your organization in their will),
so it is certainly not a quick fix to an immediate financial crisis.

Create a Legacy Giving Mailing List
As you do more mailings about legacy giving and as people contact you for more
information, you will develop a list of people who have identified themselves as
wanting information about legacy giving. This list includes some serious prospects
who want to help your organization and may consider doing so with a legacy gift.
It also includes people doing fundraising for other groups who want to see your
material and people who love to get mail and write away for everything. You will
have to sort out the serious prospects from the others in order to focus any per-
sonal attention you want to give to genuine planned giving prospects.

Many organizations create a “heritage society”—a named group of people who
have included your organization in their will. This group of people get some spe-
cial mailings from time to time, some of which can describe your organization’s
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legacy giving options in more detail, using examples and stories. These people can
be invited to receptions or lectures designed for them. These groups turn out to be
of a nice cross-class makeup because to be part of such a group, a person simply
notifies the organization that they have left it a bequest, which could be of any size.

People interested in legacy giving can also be encouraged to sign up for infor-
mation sent by e-mail. Any e-mail notices you develop should also be posted on
your Web site and reached through an icon, “Making a Bequest” or “Ensuring
Our Future.” Look at the Web sites of large organizations to get ideas for how to
promote legacy giving using the Web.

Hold a Seminar

A good community service that can also generate some legacy gifts is a seminar on
estate planning. Invite people who have indicated an interest in legacy giving and
announce your seminar to the broader community, if you like. Have an estate plan-
ner there and plenty of materials both about your group and about estate planning
strategies. If you can, have someone there who will discuss how they made up their
estate plans to include your organization.

The purpose of the seminar is to help people think through what they are going
to do with their estates, so you don’t want to spend a lot of time talking about
your organization. However, you will need to mention yourselves a few times to
drive the point home that if a person includes a charity in their will, you hope it
will be yours.

A seminar lets you meet people, making follow-up easier. One follow-up tech-
nique is for your group to be the impetus for forming groups of people who want
to discuss estate planning or legacy giving options with the help of an expert. Each
month or so, your group provides an expert for these prospects to meet with who
presents one topic in depth. (The group can also discuss related personal issues,
such as when children should have access to their inheritance, the kindest thing to
do with pets at the death of an owner, living wills, and so on.)

Work Collaboratively

Many groups have found success in cosponsoring seminars such as those described

above. More people attend and it is clear that no one charity is being emphasized.
Beyond bequests, there are other legacy giving strategies, some of which can

benefit donors during their lifetime by paying dividends on money put in trust for
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the nonprofit after the donor’s death. Some organizations have had good luck
working with their local community foundation to hold and manage trusts such
as these and related types of funds. Since community foundations are set up to
handle complicated giving arrangements, they have the language and the knowl-
edge of how to do so as part of their program. A foundation may also impart to a
donor a sense of solidity and stability that reassures them that their investment
will be well managed. Your organization receives the interest, just as you would if
you were managing the asset, but without any of the headache.

Once you are able to move past your anxiety and awkwardness about talking
about legacy giving, you will see that a legacy gift is probably the most mutually
beneficial gift a donor can make. In any gift, the organization benefits from the do-
nation and the donor benefits by knowing that work he or she believes needs to
be done will continue. The bigger the gift, the more assurance the donor needs
to have that this will be the case. An organization expresses its gratitude to these
donors for moving the work forward through thank you notes, special events, and
other kinds of attention. With a legacy gift, the donor may actually be thanked with
income earned as well as taxes lowered

A gift given through a donor’s estate is the final expression of commitment from
a donor to an organization and the most profound opportunity the organization
offers the donor to help. It is the ultimate exchange. It does not and cannot take
place outside of a relationship that the person has with the cause and the mission
of the organization.

An organization that wants a working legacy giving program will have in place
everything that a group that wants a working fundraising program has: a desire to
work with donors, the capacity to keep meticulous records, people willing to ask,
plans and goals for the future, and a belief in the enduring value of the work.
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chapter

Setting Up an Endowment TWENTY-

TWO

D uring boom years, even the smallest group can be found putting money away
into an endowment, a reserve fund, or just a savings account. This money is
invested in mutual funds or certificates of deposit and with a little tending, the
principal grows, sometimes dramatically. Endowment income is a reliable part of
an organization’s annual needs, and for organizations with large endowments, the
endowment gains can be a major part of income. During bust years and dramatic
stock market downturns, putting money aside is less popular.

Just as a family or an individual saves for retirement or hard times, any organ-
ization that possibly can should put some money aside. Organizations that should
be permanent fixtures in the nonprofit landscape need to start endowments. There
are ways to invest safely and to ensure both long-term growth and some income.

ENDOWMENT DEFINED

An endowment is a permanent savings account for an institution. Money is put
aside as principal and a small percentage of that principal (traditionally 5 percent)
is used for the annual needs of the institution. In years when the principal increases
more than 5 percent, the value of the overall endowment increases accordingly,
which then increases the amount the organization can use while still staying at the
5 percent figure. In years when the principal does not increase by 5 percent,
the organization can still take out 5 percent of the assets without truly eroding the
original principal. On the other hand, during huge market downturns, even
the original principal may lose value; taking out any of it for operating expenses
is not as useful at those times, as doing so further lowers the endowment’s value.

Using a mix of investments, an endowment can generally weather market
instability and still be productive. Like any source of money, an endowment can
lose value or even disappear, which is why organizations have to have diversified
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income streams so that the investment income from an endowment is not critical

to survival.

BENEFITS OF ENDOWMENTS

Though the advantages of endowments may seem obvious, let’s review them:

* Just like a savings account, an endowment provides a measure of financial
security and takes some of the anxiety out of annual fundraising.

* An endowment allows, indeed forces, an organization to think in terms of
long-range planning, because an endowment implies a commitment to exist in
perpetuity.

+ An endowment provides a vehicle for people to make larger gifts to an organi-
zation than might be appropriate as an annual gift, and an endowment allows
people to make one-time-only gifts with the assurance that the gift won’t be
spent right away.

+ An endowment gives people a way to express their commitment to an organi-
zation through their wills; few people will leave money to an organization that
does not have some kind of permanent fund. (See Chapter Twenty-One for
more on wills.)

*+ An endowment attracts donors who perceive it to be a sign of good planning
and long-range thinking in an organization.

Principal from an endowment can be used for capital expenses (such as a build-
ing purchase) and as collateral for loans, if ever needed. In extreme circum-
stances, the endowment can be used to keep the organization afloat until it can
generate other income. (While what’s called “invading principal” is something
organizations try not to do, there are circumstances in which it might be the
best or only recourse, and it is nice to know you have that possibility.)

DISADVANTAGES OF ENDOWMENTS

Believe it or not, endowments have some drawbacks, too.

+ If an endowment is big enough, it allows an organization that should have gone
out of business, or at least changed the way it works, to exist permanently and
to stay the same.
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* The income from a large endowment can allow organizations to become unre-
sponsive to their constituency.

Philosophically, money in an endowment has been diverted from the tax stream
but is not being used directly for tax-exempt activities. Organizations that are
troubled by decreasing support from government funding and increasing pri-
vatization of services they believe the government should be providing with tax
dollars will need to grapple with this dilemma.

+ As we have seen in the first years of this century, endowments can provide a
false sense of security. Interest rates vary, stock markets crash, and of course,
money can always be invested badly.

* The existence of an endowment may discourage some donors from giving who
prefer to support organizations that they perceive to need the money more. On
the other hand, some donors may choose to give to an endowment rather than
to annual operating costs.

+ As with any large source of money earmarked for a specific program, endow-
ments that are linked to certain programs can cause the work of the organiza-
tion to become driven by the donor’s stipulations rather than by its own
mission. Moreover, by the time it is clear that the program needs to be changed
or abandoned, the donor is usually deceased and the terms for changing how
the funds are spent may not be in place. If the endowment is large enough,
lengthy and expensive court cases may result.

+ Managing an endowment is an additional piece of work for board and staff. This
management time can become the tail that wags the dog, particularly if there are
problems with the investments or disagreement about how to use the income.

CONSIDERING AN ENDOWMENT OR RESERVE FUND

It is obvious that only organizations with strong annual campaigns are really in a
position to start endowments. When thinking of starting an endowment, organi-
zations often focus on the money: how much to raise, how to raise it, whom to ask
for it. But there are two critical questions that must be answered before even one
dollar is invested in your endowment.

Does Everyone in the Organization Agree That Your Group Should Exist
Permanently? Most nonprofits involved in social change are formed with the idea
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that if their work is successful, they will put themselves out of business. The founders
generally do not think of the group becoming permanent, and everyone may be sur-
prised at how long it is taking to solve the problem the organization was created to
address. Arts groups, independent schools, historic preservation societies, parks and
wildlands conservation groups, and some social services are clearly permanent, with
their work always needed or wanted. On the other hand, environmental, feminist,
liberation, and advocacy groups, if they are successful, will cease to exist.

Sometimes the most interesting part of the endowment process is discussion of
this question at the beginning: Should we always be here? “Permanence” in terms
of endowment has shades of meaning. It can take its traditional meaning of
“always and forever” or it can take the meaning of “fifty years from now.” But
endowments do imply existing well past the lifetime of anyone in the group, and
they require the group to imagine the day when people who are not yet born are
sitting on the board of directors and working as staff. Will your group be needed
then? What is the evidence of that need?

It is important to make sure that everyone among board, staff, key volunteers,
and donors agrees that permanence is a value. When people don’t agree on that
condition, the fundamental reason to have an endowment and the driving force
of endowment fundraising are already in trouble.

What Will Endowment Income Be Used For? Just as couples may have dif-
fering ideas about how and when to use savings, so may board and staff differ
about using endowment income. Some will see the income stream as a relief from
constant fundraising and will not expect the group’s annual budget to grow sub-
stantially. Others will see the endowment income as paying for particular programs
or doing things the group has not been able to do before.

What you use the income for is related to how big you want your endowment
to be. An organization with a $250,000 budget simply looking for a little financial
relief along with some financial security will be happy to start with a $100,000 en-
dowment that yields both $5,000 a year and the knowledge that there is principal
that can be borrowed against or added to. This money can be used to increase staff
health care benefits, buy better equipment, or fix up the office. It is not enough
money to change the direction of the group in any way, but it is enough to make
life easier. A group looking for enough endowment income to open a satellite
office or explore new program directions will need an endowment of $1 million
or more from which they can safely draw $50,000 a year.
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Once these two questions are resolved (which can take as much as a year of
discussion), you are ready to begin the initial logistical steps. These steps involve
authorizing the endowment, determining what gifts will be accepted, and decid-

ing on investment policies.

THE AUTHORIZATION

First, the board agrees to create an endowment fund and to hold this money in
perpetuity. This fund will be reflected in all financial reports as a separate line item.
Once this decision has been made, the group should consider and decide on a
series of policies about the endowment money.

Use Policy

Policies detailing how the interest income from the endowment will be used can
be couched as broad statements, but they should not be so broad that they are sub-
ject to a variety of opposing interpretations. For example, one organization’s poli-
cies stated, “Endowment income is to be used for operating costs.” Later, that group
opened a second office and added new programs. Some board members thought
the endowment income should be spread to include all operating costs for all pro-
grams; others felt the income was limited to operation of programs in place at the
time the policy was created and that new programs were therefore on their own to
raise all the money they needed.

Use policies should also specify how the use of the endowment income could
be changed. For example, if an organization that is using endowment income to
fund their ongoing program and general operating expenses thinks it may in the
future want to purchase a building, use policies would specify whether endowment
income could be used for expenses related to the maintenance and improvement of
the property. Or use policies that specify endowment income is to go to operating
expenses could also discuss the circumstances under which such income could be
applied to program expenses.

Invasion Policy

Are there any circumstances under which the organization would use (invade) the
endowment principal? There are no right or wrong answers to this question, but
in most cases endowment principal is only invaded under the most dire circum-
stance or in the years when the principal does not grow by 5 percent.
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The group will need to decide on the categories of dire. Most board policies
establish that endowment principal can only be used if the organization itself is in
danger of closing and that the amount taken from the principal must be paid back
within a given time period. Some boards rule that the principal cannot be touched
even if drastic cuts are required, whereas others decide that the principal can be
used to balance the budget.

These contingencies should all be spelled out in the authorization. There have
been several circumstances in which a board of directors and staff worked hard to
build an endowment, then years later, after all those people were gone, another
board with too much latitude to invade voted to use endowment principal to bal-
ance the budget, gradually burning through the whole corpus.

A related question is who will have the authority to decide whether to use
endowment principal. Most boards rule that the whole board would have to
approve of such a use. Others stipulate that up to a percentage of the principal can
be used on the vote of the executive committee; beyond that percentage, the deci-
sion must go to the whole board. At the full board meeting, some boards require
unanimous agreement; others deem that a simple majority or two-thirds’ vote is
sufficient. Some of these procedures will be determined by how the group makes
decisions on other matters.

Gift Acceptance Policy

Another broad category of decisions involves determining what types of gifts you
will accept, who has the authority to accept them, who will draw up contracts with
donors about them, and under what circumstances the organization will accept or
decline a gift. (Most organizations should have some gift acceptance policy in place
even if you don’t have or never intend to have an endowment. As you can see from
the examples that follow, any kind of fundraising effort could raise these types of
questions.)

For example, will you accept the gift of a house? “Well, why not?” you ask
brashly. One group discovered that a house was given to them because the owner
could not sell it, even at a huge loss. Another group accepted a house with a lien
on it. Another accepted a duplex with tenants, intending to convert the building
into an office. When they sought to evict the tenants, they faced a public relations

>

nightmare, including this headline: “Single mothers evicted for ‘social justice.”
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Will you take jewelry, art, or antiques? You have to think about what you will
do with this stuff. How will you sell it? Do you have access to appraisers and buy-
ers of fine art? These items may be worth a lot of money, but you may not be able
to sell them. You can spend hours of staff and volunteer time trying to getting a
fair price for these items; at the end of the day they have cost you more than they
were worth.

Will you accept stock from companies that make weapons, degrade the envi-
ronment, or use sweatshop labor? (Because stock should be sold immediately, most
organizations can accept stock from companies they disagree with without feeling
that they are supporting the company.)

Will you accept endowment gifts that are restricted in use? For example, if some-
one wants to endow your children’s program forever, will you accept that restric-
tion? If they want to create a new program and endow it, will you consider that?

To keep things simple, at the beginning most grassroots organizations should
accept only cash, appreciated securities (stocks and bonds), and life insurance—
all with few or no use restrictions. Others kinds of assets can be negotiated on a
case-by-case basis.

Your published gift acceptance policy can be quite simple: “The board of di-
rectors of People for All Things Good reserves the right to turn down any gift that
it believes will not be in the best interest of our mission or that we cannot handle
appropriately.” What you publish is not as important as having this conversation
with your board and staff and everyone understanding what you are getting into.
The tendency of most organization is to accept all gifts (“Don’t look a gift horse
in the mouth”), but without spending an inordinate amount of time on it, you
need to be clear that some gifts can be burdensome beyond their value.

If you have questions about the types of gifts you should accept and what is in-
volved, hire a consultant with experience in creating endowment policies to help
you. This may save you money and time later.

Investment Policies

Finally, your organization needs an investment policy. Will you invest entirely for
income, or will you have a mix of investments that allow for growth of the princi-
pal and income? Will you require socially responsible investing and if so, what
screens will be put in place? For example, some groups specify that they will not
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invest in certain kinds of products or businesses, such as tobacco, box stores, or
logging. Others require evidence that the company does not engage in union bust-
ing, has a racially diverse staff and board, or offers health and other benefits for
domestic partners. If you do social screening, you need to set priorities. If you try
to screen for everything bad, you will have few places in which to invest.

Once the organization begins receiving endowment funds, the board will need
to create an investment committee. This committee can include people who are
not on the board. Friendly bankers, your biggest donors, and program officers at
foundations can help with recommendations for candidates for this committee
and sometimes may serve themselves. For many grassroots board members, their
biggest investment is a new car; investing endowment funds requires learning
a number of new concepts. Even if the board delegates responsibility for invest-
ment decisions to others, it must still educate itself in order to monitor the man-
agement of the endowment. It is not always easy to tell what is a good or bad
investment, nor is it always easy to tell if someone is using your lack of investment
knowledge to their (and not your organization’s) financial advantage. Although you
may want to hire an investment professional, don’t ever trust your investment de-
cisions to just one person or a group of people who are all friends with each other.

Here is a checKklist to help you determine if you are ready to start an endowment:

Is Your Group Ready for an Endowment?

We currently have a strong individual donor

program in place. Thank you notes, newsletters,

and appeals go out on a regular basis. We regularly

meet with our major donors, and a majority of our

staff and board feel comfortable asking for money

in person. Further, our annual income from

individuals has been growing for the past three

years, both in amount of money and in number

of donors. a3 Yes O No

The entire board, staff, and key volunteers
(hereinafter referred to as “We”) agree that our
organization needs to exist at least fifty more years. a Yes O No
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We have considered the drawbacks of having an
endowment and have decided the advantages to
our organization merit the risks. ad Yes O No

We have decided on the use of the income from
our endowment. ad Yes QO No

We have decided on an approximate ideal size for
the endowment (understanding that this may
take several years to achieve). Q Yes O No

Authorization to open an endowment has been given
by the board and is reflected in the board minutes. ad Yes O No

The board, in discussion with all appropriate parties,

has created the following policies: a use policy, an

invasion policy, a gift acceptance policy, and an

investment policy. 0 Yes O No
We have a plan for creating an investment committee

once we begin receiving endowment funds. ad Yes O No

We are excited about moving into this next phase in
our organizational development. ad Yes O No

Do not short-circuit these steps in creating an endowment. They do not have
to be monumentally time consuming, but they allow you to have some in-depth
discussions about the future of your organization that you should be having any-
way. Once you have agreed on a case for needing to exist far into the future and
you have in place the policies you need, you can announce your endowment and
encourage people to contribute to it as an ongoing part of your fundraising. You
can direct your bequests and other legacy gifts to it, and then, if you want, you can
conduct an endowment campaign, as discussed in Chapter Twenty-Five.
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PART FOUR Fundraising
Campaigns

Almost any aspect of fundraising can, and often is, done as a campaign. That
is, it has a specified beginning and ending, it has a goal, and it has certain
tasks that must be completed by a core group of people in order to be successful.
The difference between a fundraising campaign and a fundraising program is
mostly in the fact that a campaign is time-limited. Phone-a-thons, membership
drives, major gifts, house parties, and the like can be run as fundraising
programs—ryear round, with more intensity at some times and less others, and
they can also be easily converted to campaigns.

In the following chapters, we look at three kinds of campaigns: major gifts, cap-
ital, and endowment. Of these three, capital is the only one that really must be run
as a campaign and does not lend itself to a year-round program. In previous chap-
ters I have described major gift and endowment programs and what has to be in
place for those to succeed. In this section I discuss what changes when an organi-
zation decides to turn a program into a campaign. The last chapter in this section
looks at feasibility studies: how to figure out whether a big campaign will be suc-
cessful, how and when to do one, and very important, when not to. The principles
for conducting a major gifts campaign can be applied to other strategies as well,
and I encourage you to look at all your strategies through the campaign lens.

Sometimes organizations feel that they must be more sophisticated than they
are or have more infrastructure in place than they do in order to conduct a cam-
paign. I find that actually doing a campaign is a great way to get sophisticated in
a hurry and to find out what you don’t have in place. It’s a great way because it’s
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fun, it brings out the latent competitiveness in many of us, there is excitement and
creative tension built into racing to meet the goal, and it often stimulates volun-
teers far more than an ongoing (and from the volunteer viewpoint, never-ending)
program.

Certainly, a campaign run badly or sloppily is not a good idea and will damage
the reputation of the organization, so we don’t want to leap into campaigns just
because they seem more exciting than our dreary day-to-day work. Campaigns are
loaded with details, and like special events, many details build on others, so there
is not much room for mistakes or not getting things done. Nevertheless, I encour-
age all organizations of any size to work with the campaign format and see whether
it creates excitement and momentum in both staff and board.
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chapter

Launching Major TWENTY.
Gifts Campaigns

O nce an organization has mastered the process of identifying prospects for
major gifts, asking them for money, and developed a working major gifts
program, it is ready to consider moving to a more formal major gifts campaign.
The main differences between an ongoing major gifts program and a major gifts
campaign are that a campaign is time-limited—it begins and ends on specific dates;
the goal of the campaign is made public; and markers toward achieving the goal
are announced frequently, as in thermometers showing how far the group has
come toward its goal, announcements in the newsletter, and so on. Reaching or
surpassing the goal in the time frame that is set becomes part of the excitement.
Although a major gifts program has a goal that is part of the organization’s overall
fundraising plan, the program is in place all year and the goal is not necessarily
public. You have a full fiscal year to reach the goal, and achieving it feels like no
more of an accomplishment than the fact of meeting your budget. Because a major
gifts campaign, on the other hand, is time-limited and public, you can use it to
generate publicity about the overall needs of the organization.

During the time of the major gifts campaign, a few volunteers devote them-
selves intensively to meeting a specific financial goal, giving amounts of time and
effort to the campaign that would be difficult to maintain beyond a short
commitment.

A major gifts campaign requires nine steps, some of which are the same as for
any major gifts program. The steps are listed below, then discussed in detail.

1.Set a goal

2. Prepare supporting materials
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3.Identify and train solicitors
4.Identify prospects
5. Assign prospects and solicit gifts

6.Kick off the campaign with a special event (optional, though it can attract

media attention and recognize donors)
7.Hold regular reporting meetings

8.Celebrate the end of a successful campaign with a special event (also optional,
though it can attract media and recognize donors)

9. Thank donors, record gifts, and incorporate new donors into ongoing fundrais-
ing efforts

THE STEPS IN DETAIL

Step 1: Set a Goal

The first step in a major gifts campaign is to decide how long the campaign will
last and how much money will be raised. For small organizations, a campaign of
six to eight weeks is ideal because volunteers and overworked staff can maintain
momentum and excitement for that much time fairly easily and a lot of money
can be raised in this short period of time.

To determine a fundraising goal, first calculate how many prospects could be
asked in that length of time. Generally, a volunteer can ask about one to three
people a week for six to eight weeks without undue strain. A committee of five
volunteers, then, could ask between 40 and 120 people during an eight-week cam-
paign. Assuming the usual 50 percent rate of success, your group would have from
20 to 60 new major donors after such a campaign.

If you have a shortage of volunteers, you can ask each volunteer to solicit more
people per week, but only volunteers with a lot of time and comfort with the process
of asking will be able to do more than twelve asks in one month. Your better bet will
be to lower the goal so that the major gifts campaign is something volunteers
will want to do again, not something they gave their all to and burned out doing.

Knowing how many gifts you can get, now plot how many gifts of specific
amounts you will need in order to reach your goal, using the following method.
Select the lowest amount that will be solicited in face-to-face meetings. Most
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groups choose $500 as the minimum request for which they will seek a meeting;
others start in-person solicitations for gifts of $250. Rarely would it be worth the
time to make face-to-face solicitations for less than $100. Next, determine what your
largest gift will be, which is usually 10 percent of the total goal. With the largest and
lowest gifts decided on, you can chart what size gifts you will need and how many
of each to meet the goal. (See Chapter Eighteen for how to create a gift range chart.)
A gift range chart for a campaign to raise $30,000 might look like this:

Major Donor Campaign Gift Range Chart

Goal: $30,000

Gift Size Number of Gifts Needed Total Number of Prospects
$3,000 1 $3,000 (x4) 4

$1,500 2 $3,000 (x4) 8

$1,000 7 $7,000 (x3) 21

$500 16 $8,000 (x3) 48

$250 36 $9,000 (x2) 72

TOTAL 62 $30,000 (x2.5) 155

Remember that you need fewer prospects at lower amounts because some of
the people who say no to a higher amount will contribute a lower amount. Once
you have asked four people for $3,000, you should have one gift of $3,000 and one
gift of some other amount as well as two people who are not giving.

With your gift range chart complete, you can figure out how many workers you
will need to carry out the campaign. To accomplish this $30,000 campaign, then,
you would need approximately twenty people soliciting one person per week for
eight weeks, or six to seven people soliciting three people a week for the same
amount of time. Remember that all the people working on the campaign need to
make their own gift first, so the first gifts are pretty easy.

Don’t get bogged down in making your chart. There is no scientific way to do
it. Basically, if turned into a figure, the chart would look like a triangle or pyramid,
with fewer people at the top and more people at the bottom. The point of the chart
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is to recognize that not everyone will give the same amount and to set a limit on
the number of people needing to be solicited. Share this chart with prospects and
donors; it lets them know that your organization has planned the campaign
and allows them to think about how they might like to fit into it.

If you are doing a major donor campaign for the first time, set your overall goal
slightly lower than you think is achievable with good solid effort so that you are
almost bound to make it. This will give an early sense of accomplishment and pro-
vide momentum to future campaigns. A good campaign goal feels like a stretch,
but one that will be accomplished if the majority of workers do their share. If you
have never done a campaign before, you will want to make sure your goal is real-
istic by making a list of all the prospects you have going into the campaign so that
you feel confident that your organization actually has some prospects. Some
organizations start Step 4: Identifying Prospects, at this point just to check the re-
ality of their campaign. They then complete the step later. You do not need to have
all, or even most, of your prospects identified right away, but you do need to
have some of the biggest ones identified and feel confident that the rest are
out there.

Step 2: Prepare Supporting Materials
A campaign needs a number of materials for solicitors to use, some of which will
already exist in your organization and some of which will need to be created for
the campaign. The supporting materials are of two types: materials that solicitors
will give to donors, and materials that are for the solicitors’ use only or that relate
to the campaign committee.

For the solicitor to use with donors you will need the following materials: a
campaign case statement, a pledge card, and stationary, envelopes, and return
envelopes.

A Campaign Case Statement. The case statement can be in the form of a
report or a brochure. It should be simple and inexpensively produced. It can be
designed in-house and printed with a laser printer, then copied on a high-quality
photocopy machine. The case statement spells out the goal of the campaign, the
gifts that are needed, what the money will be used for, and a brief history of
the organization. It invites donors to a celebration at the end of the campaign (if
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you are having one) and tells them what special benefits they get for their money
(if anything). A book, their name on a plaque at the organization, or a specially
created piece of artwork are all nice benefits. The benefit should not cost more than
$10 or $20 per donor. While not imperative to give, special benefits have an appeal
to many donors. Some donors will give more to get the benefit, some will give the
same amount regardless of a benefit offer, and a few will tell you that the money
could be better spent and will refuse the benefit. Whether to go to the trouble of
having a special benefit will depend on your organizational culture, what benefits
you have access to, and how the solicitors feel about the need for them.

A Pledge Card. This is a small card on which the solicitor notes the donor’s
name, what he or she has agreed to give, and the method of payment. Once the
solicitation is complete and the card filled out, it is returned to the office and kept
as part of the permanent record on the donor.

Stationary, Envelopes, and Return Envelopes. Have enough of these sta-
tionary items printed for all the prospects, with a few extras for mistakes. These
materials are used for both initial letters and thank you notes. It is not necessary
or useful to create special stationary or envelopes for a major donor campaign.
For the solicitors’ or committee use only, the following materials will be needed:

+ A timeline of the campaign steps
* A complete description of the campaign and some soliciting tips
+ The organization’s overall budget

+ A list of difficult and commonly asked questions about the organization and
possible answers

« A list of the other solicitors and whom to contact for more information

All of these materials should be put together in a “Campaigner’s Notebook,”
which can be as simple as a manila folder, but which looks nice, has the name of
the campaigner on it, and seems official. You should also send all this material by
e-mail so volunteers can download what they need and reprint it if they lose some-
thing or if they want to give a prospect a copy of the budget. Solicitors should be
encouraged to e-mail or call with questions or concerns.
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Step 3: Identify and Train Solicitors

Invite people to be on the campaign committee as solicitors. Look for people who
believe in the mission of your organization, who are well respected in your com-
munity, and whom you know have a sense of discretion, as much of the informa-
tion that will be exchanged in the committee will be of a confidential nature.
Ideally, invite one or two more people than the number of people you need to meet
your goals. That way, if a solicitor has an emergency, or if two solicitors want to
work together, or if someone just flakes out, you have back-up. Committee mem-
bers should fulfill two simple commitments, with a third commitment optional.
First, each member should themselves be giving a gift that is significant to them;
the number of committee members and the total amount of their gifts are counted
toward the goal and are an encouraging way to begin the campaign. Second, each
member must agree to solicit a certain number of prospects each week for a
certain number of weeks. Third, and optional, members of the committee can pro-
vide names of prospects for the master list. If your committee does not provide
these names, you will need another way to get them, and if that is the case, you will
need to do the next step—identifying prospects—before this step.

Some organizations have found that getting people to agree to be on the major
gifts committee is the biggest hurdle to starting their major gifts campaign. People
they approach may be afraid they won’t be good at asking for money, or they feel they
don’t know anyone to ask or that they don’t have time, or they put forth any number
of other objections. To get people you think would be excellent but who show reluc-
tance to consider serving on the committee, first ask them to come to a training ses-
sion where they will learn what is involved and what their commitment would be. Tell
them (and mean it) that there is no obligation to serve on the committee after the
training, but that you would like them to be open minded. If the training is fun,
the food is good, and the other people who might be on the committee are friendly,
generally you will have no trouble getting the majority of people to agree to serve.
Reassure them that they will not be asked to do more than their time allows and that
if they don’t already know anyone they feel comfortable asking, they will be provided
with names of prospects. Be sure to emphasize that what is required for successful
major donor work is commitment to the mission of the organization.

Once enough people have agreed to consider serving on the committee, set
a meeting for the training at which they are briefed in more