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Introduction

If you’re holding this book in your hands, then you’re probably someone wants to make a difference in the world. Someone who cares about the nonprofit sector, and the people it serves.

You probably also have some experience with fundraising. Maybe you’re feeling frustrated or worried that your favorite nonprofit isn’t going to be able to raise enough money to fulfill its mission or reach its potential.

If you work at a nonprofit, sit on the board of one, or care about one, you know how hard it can be to make ends meet, to raise enough money to really get things done in the way you know they need to be done. Fundraising and nonprofit work present specific challenges and require no small amount of fortitude. If you have this book in hand, perhaps you’re facing some of these obstacles now.

Believe me, I’ve been there. I get it!

I’ve been in the sector for 30 years, so I know that you can sometimes feel that:

□if we had just a little more money,

□if our board were a little more organized,

□if more people knew about the great work we’re doing,

□if our agency had a clearly articulated, inspiring vision,

. . . we could have a bigger impact.

I know from experience that it can be:

□a struggle to make budget every year.

□a challenge to engage your board in fundraising.

□an uphill battle to communicate with donors, volunteers, and stakeholders on a regular basis.

□difficult to articulate your agency’s mission and vision in an easily understood, inspiring way.

I know that nonprofit staff often feel stressed out, overwhelmed, and overworked.

But it doesn’t have to be that way!

I wrote this book because I want to help, because I’ve experienced what fund-raisers face. And I’ve figured out a different way to go about it, a way that leads to better results.

I believe that “nonprofit” is a tax status, not a business model.

I believe that in the United States, the nonprofit sector is where the rubber meets the road; it’s the sector that enhances the quality of life for our most vulnerable citizens. Yet I see the nonprofit sector suffering—not just because of the economy, but because of its own set of limiting beliefs.

I want to change all that. I want to see your organization soar, to reach its potential so you can better fulfill your mission and touch people’s lives in meaningful ways. That’s why we all got into this business, isn’t it?

Over the past three decades, I’ve had the honor of partnering with more than 200 nonprofits to raise money ($74 million and counting), build stronger and more dynamic boards, chart a course for an exciting future, and brag about the great work they’re doing.

This book will help you:

□raise more money,

□build a dynamic board,

□invest in strategic planning, and

□communicate with the world about the great work you’re doing.

Because when you do, you:

□can serve more people and have a bigger impact,

□experience less stress,

□have more time to truly help your clients, connect with your donors, and conduct outreach with prospective donors and volunteers,

□can increase your visibility and credibility, which attracts new donors, volunteers, and board members.

Why This Book?

This book adopts an out-of-the-box approach to fundraising, infusing creativity with the best practices for incredible results. For example, I use marketing and graphic design techniques such as photos, pull quotes, and infographics in my grants, which helps convey the story that I’m there to tell. There are other tips and techniques I’ll teach you that will enhance your ability to raise the kind of money you need to really make a difference.

This book explores the limiting beliefs that keep nonprofit professionals, board members, and organizations from reaching their fundraising potential. Fundraising is equal parts skill and attitude. I have always been a good fund-raiser, but I became a fundraising ninja after I identified and eliminated my own limiting beliefs. Most of us don’t even know we have limiting beliefs, let alone how powerful they are in driving our decision making and behaviors. I’m here to explain what those beliefs are and, more importantly, how to change them.

This book also addresses the fundamental mistakes that many nonprofits make. For example, most nonprofit professionals believe that fundraising is all about raising money. It’s not—it’s about building and deepening relationships with people who care about your cause. Most organizations focus solely on the bottom line (how much money they raise), and treat donations like transactions rather than as extensions of their relationship with the nonprofit, which leads to poor stewardship of the donor. As a result, today’s donors are feeling used, mishandled, and jaded, which is why the average nonprofit can lose up to 30 percent of its donor base each year. If nonprofits are going to thrive, these practices and attitudes must change! I’m here to show you how you can change them in each area of your fundraising program.

This books adopts a comprehensive approach to fundraising to help your nonprofit improve every aspect of its fundraising program—because improving just one aspect is not sufficient to raise the kind of capital it takes to make a serious impact on the social problem that your agency was created to address.

In Chapter 1, you’ll discover what’s holding you—and the entire nonprofit sector—back. You’ll learn about the contemporary philanthropic landscape and the common mistakes that nonprofits make when it comes to fundraising, as well as steps we can take to overcome the challenges we face. Chapter 2 focuses on the importance of short- and long-term planning. In Chapter 3, you’ll learn everything you ever wanted about how to write a powerhouse proposal that will help you win grant funding, and how to conduct a program evaluation. Chapter 4 will help you leverage dollars from your donors—through appeals, special events, solicitation, and good stewardship—and grow your individual donor program. In Chapter 5, you’ll learn how to build your best board and engage it in fundraising, which is a perennial challenge! Chapter 6 will show you how to conduct a strategic plan and use it as a donor engagement tool, while Chapter 7 will teach you how to tell a good story; maximize your use of mass communications media such as newsletters, websites, and social media; and understand the importance of branding.

This book will forever change the way you think about fundraising. Case studies, examples, document samples, and tools will help you move from knowing to doing. I’ve found that gaining knowledge does not enable organizations to institute change—most nonprofit professionals know what they are supposed to be doing but are often at a loss as to how to do it. With the case studies, examples, document samples, and tools I provide in this book, you’ll be able to implement the strategies I outline.

Sadly, we haven’t made much progress in reducing poverty since the War on Poverty started in 1964. If we really want to make an impact on the social problems that our nonprofits were founded to address, we need to raise more money. Improving one area of your fundraising program is fine, but it’s not going to bring in big results. By focusing on all aspects of your fundraising program, you can raise more money than you ever thought possible and have the kind of impact you dream of making!

With increased competition in the marketplace (1.5 million nonprofits in the United States, not including religious organizations!), Gen X and Gen Y moving up the ranks (Gen X and Gen Y have a very different world view than Baby Boomers, who are retiring at the pace of 10,000 per day), and the largest transfer of wealth—from the Baby Boomers to their heirs—in the history of the United States underway, NOW is the time to adopt a new approach to fundraising, one that bends—and sometimes breaks!—the rules.

I’ve raised more than $74 million for more than 200 nonprofits by infusing creativity and a little bit of rule-bending into the best practices. Funders have called my clients saying, “This is the best grant proposal we’ve ever read!” When I take over annual appeals, my clients raise significantly more money than ever before. Two years ago, one client’s fall appeal income rose from $5,210 to nearly $17,500. Last fall, after I spent an hour and a half with one executive director on her appeal, her nonprofit realized an increase of more than $11,000!

I work with agencies to craft practical strategic plans that help catapult their organizations to the next level and communications programs that raise their visibility and consistently in front of their donors, funders, and fans.

If you’re tired of scrabbling to make ends meet year after year and aiming for the demoralizing standard of just breaking even, I invite you to join the fundraising revolution! It’s time to take a fresh look at fundraising, adopt new approaches and techniques so we can raise more money than we ever thought possible, and make a real difference on the social issues that negatively affect so many Americans.

Ready?

Set?

Come on! Let’s go!


CHAPTER ONE

Everything Changes When You Change Your Mind(set)

Exploring Our Attitudes about Money

When it comes to raising money, good technical skills are important. But what will affect the outcome of your fundraising efforts above all else is your attitude about money. Whether we realize it or not, most of us working in the nonprofit sector are rooted in a mindset of scarcity—the belief that there is not enough money, time, staff, and other resources to go around. Scarcity thinking focuses on the problem, the deficit, the lack of something. In the nonprofit sector, it’s easy to get stuck in this mindset, because most of us do not have sufficient resources to provide excellent outcomes for the increasing and complex needs of the people we’re here to serve. The scarcity mindset also leads to a “scratch and hustle” mentality, a competitive environment in which we feel we have to beat out the competition to grab what little there is. Is it any wonder that today’s donors are feeling jaded and hustled?

However, one of the most powerful rules that governs our lives is that we attract what we habitually think about. If our subconscious mind believes that scarcity is the norm, then it will ensure that we continue to live in a way that maintains scarcity, which only reinforces our scarcity thinking. It’s a vicious cycle!

When it comes to fundraising, shifting from a mindset of scarcity to one of abundance will have a potent effect on your ability to attract the donors, funders, money, and other resources your organization needs to fulfill its mission. To take the “pulse” of whether you lean toward scarcity or abundance thinking, take a few moments to complete the following sentences. Don’t spend too long on your answers—simply jot down the first words or phrases that come to mind.

–Money is. . .

–My bank account is. . .

–Those who have more money than me are. . .

–Money never. . .

–Money always. . .

–To make more money, I must. . .

–If I make too much money, then. . .

–I can’t make a lot of money because. . .

–I deserve. . .1

Were you surprised by any of your answers?

One of the most powerful “ah-ha!” moments in my fundraising career—in which I have raised more than $74 million—was when I answered the statement “those who have more money than me are. . .” with the word “jerks”! (The actual word that popped out of my mouth is not fit to print.) WHAT?! Wait a minute! If I believe that people who have more money than I do are jerks, and I don’t want to be a jerk, then guess what I’m going to do? Make sure I don’t have a lot of money!

What kind of impact do you suppose this belief was having on my effectiveness as a development officer? Sure, I was doing a good job—because I had good technical skills—but once I examined this belief, my ability to raise funds improved significantly. This is the power of moving to an abundance mindset.

Unbeknownst to us, we have all sorts of “invisible equations” like this driving our behavior. The more we can do to ferret out, examine, and change these attitudes, the more successful we will be at conquering scarcity thinking.

This is a process, and it takes time. It’s important to examine our attitudes and tune into the chatter in our own heads—not just about money, but about every aspect of our lives. And it’s important to do this not just with ourselves, but with everyone in our agency—including the board! Using this complete-the-sentence exercise is a great place to start.

Limiting Beliefs

Another way we fall into the scarcity trap is by accepting one or more of the following limiting beliefs:

□Our organization has to stay in business forever.

We got into this business to solve social problems, right? Can you imagine how amazing the world would be if we actually solved these problems and went out of business? Why aim for less?

□Our organization cannot be profitable.

As long as the revenue stays within the organization and is invested in efforts that fulfill our mission, we can make as much money as we want! Aren’t we tired of worrying about money month after month, year after year? Wouldn’t it be nice to have a safety net to fall back on, allowing us to focus our energy on solving the social problems we came into existence to address?

□Our organization must rely solely on subsidies (private, corporate, government grants, donations, etc.).

A long time ago, museums and the Girl Scouts figured out that having a stream of reliable revenue from a for-profit venture (think museum stores and Girl Scout cookies) provides financial stability and freedom. Many of today’s nonprofits are starting initiatives that provide them with revenue while supporting their mission.

□Growth will only make things harder.

This might be true in the short run—mostly because it can be a challenge to fund the first year or two of growth (hint: get a line of credit!)—but every nonprofit I’ve seen invest in their own growth has soared higher than they ever thought possible after they invest in a more robust infrastructure, including staff, equipment, etc.

□We must focus on expenses, not results.

Nothing could be further from the truth! Your supporters have a vision of the way they’d like to see the world, and they believe you are the vehicle through which that change can happen. They are paying you to see RESULTS and IMPACT the problem you exist to solve!

□We cannot raise enough capital to meet our needs.

This is total nonsense. Each year, I raise $1 million or more with relative ease. Many of my clients end the year with a surplus, which provides them with tremendous peace of mind.

Most nonprofits struggle to raise money due to an underinvestment in fundraising, not because there isn’t money out there to be had. Investing in fundraising isn’t just about adding to your development staff—it’s also about utilizing best practices in fundraising; engaging your board members in significant and meaningful ways; having a clear, well-articulated, exciting vision for the future and mapping out a plan to get there; and communicating far and wide about the amazing work you’re doing every single day.

□We must do more for less.

SAYS WHO?! Who says that’s the rule book we have to play by?

When did we decide that our clients deserve only whatever crumbs we can gather up?

The money we save by duct-taping that chair instead of buying a new one isn’t going to help our clients achieve great outcomes.

It’s time to stop thinking this way because it’s dangerous. Believing we must do more with less lowers the expectations we have for our organizations and, more importantly, for our clients.

Do our clients really deserve less than they’re already getting?

We need more so we can do more. We got into this business to make a difference, and that’s what our donors and funders are paying us to do. With 1.5 million nonprofits in the United States—not counting religious institutions!—we can do better than just keep our chins above water. But only if we change the conversation and the paradigm.

I want you to imagine life in the United States without the arts, hospitals, institutions of higher education, and social services. I wouldn’t want to live here, would you? The nonprofit sector not only ensures a certain quality of life for Americans; it is often where innovation happens. For example, Robert Goddard would have never succeeded with rocketry if it weren’t for an infusion of private capital from the Guggenheim family. The first open-heart surgery in this country was done at a hospital founded by a group of philanthropists who believed more was possible.2

Because it is!



What if all of these limiting beliefs simply aren’t true?

What if they’re all just stories we’re telling ourselves?

What if raising enough money to thrive is as simple as changing our thinking, our beliefs?

Shifting from a place of scarcity to one of abundance will have a potent effect on your ability to attract the donors, funders, and money your organization needs to fulfill its mission. Are you ready to shift your mindset?

Shifting Our Mindsets from Scarcity to Abundance

Many of us are familiar with the concept of mind-body connection as it relates to health and wellness. Similarly, the law of attraction is the belief that we attract what we think about, feel, and believe. Rooted in a variety of philosophical and religious traditions, this idea has been around since the early 19th century but gained widespread popularity after the release of the film The Secret by Rhonda Byrne in 2006, and publication of the book shortly thereafter. The law of attraction states that we attract whatever we desire or expect, and it works in every aspect of our lives. Many quotes support this idea—here are three with which you are probably familiar:

What goes around comes around.

You reap what you sow.

You get what you give.

The idea is that what we put out there—in terms of thoughts, feelings, actions, energy—is what we can expect to get in return.

Abundance is not about having plenty, just as scarcity is not about having less. Both abundance and scarcity are mindsets—they are about how you relate to, feel, and talk about what you do or don’t have. That’s good news because it means that all of us can start wherever we are today and grow from there.

I’m going to let you in on one of the big secrets behind my fundraising success: one of the main reasons I have been able to raise more than $74 million is because I believe I can. Yep, it’s that simple.

That doesn’t mean it’s easy. This is the kind of work that takes a lifetime because you’re always uncovering thoughts, feelings, stories, and beliefs that are subtler and more nuanced than the last batch you dug up. Thirty years into my fundraising career, I’m still on a journey to dig even deeper inside my head and heart, explore my own limiting beliefs and attitudes about money, and identify where scarcity thinking is still at play. Some of what I’ve discovered along the way has shocked me. Some of it has been downright embarrassing! But the work has paid off—literally—and will undoubtedly continue to do so. Here are some of the tricks and tools I’ve used along the way:

1.Change your thinking.

a)One of the fastest, easiest ways I know to do this is to journal on a daily basis. I always start my journaling with a list of five things I’m grateful for, because it sets a positive tone for the rest of my journaling, and for my day. If you have a hard time coming up with five, start with three. If you’re really up a creek (trust me, there are days when I find myself there!), you can start with simple things, such as “I’m alive,” or “I have a roof over my head.” Also, I find it helps to think about interactions or events that made me happy. As you get the hang of it, you’ll be able to go a little deeper. Every few weeks, look back at what you’ve written and look for patterns and themes that emerge over time, particularly as it relates to thoughts, feelings, and beliefs that may not be true.

b)Stop comparing yourself with others. You are your own unique person, with your own life experience. Each and every one of us is flawsome! Comparing yourself to other people is a way of putting yourself down, of focusing on what you lack or on what is “wrong” with you—in other words, it’s one of the many ways that the scarcity mindset shows up! There is nothing wrong with admiring other people, but don’t put them on a pedestal. Remember—someone could be fighting a battle that is invisible to everyone else.

c)Find the positive in every negative. I am not telling you to be a Pollyanna—it’s important to fully feel every emotion we experience—but often there is a silver lining to that cloud that just dumped 10 gallons of rain on your head! For example, one of the most disappointing negative responses I’ve gotten in the history of my fundraising career turned into a bigger gift than I could have ever imagined (see Chapter 4). Things happen for a reason—but sometimes, the reason shows up later!

d)Complete this sentence: “I’ll be happy when. . .” Brainstorm a list of things that are keeping you from feeling absolutely joyful 100 percent of the time. Then sort your list according to category. When you’re done, start thinking of things you can do right now, in each and every category, to make yourself happy. Wash, rinse, repeat.

2.Change your network. If you’re surrounded by negative people who focus on what’s wrong with their lives, their negativity is going to rub off on you. Likewise, if we go out into the world with a negative mindset, guess who we’re going to attract? Instead, surround yourself with positive people who have a can-do attitude, people who are inspirational and aspirational. This may mean spending less time with some people or avoiding them altogether. I’ve had to say goodbye to people over the years, so I know that this is not always easy. However, after a while, I notice that I don’t really miss them. It helps to follow public figures who have an authentic, positive demeanor—some of my favorites are Marie Forleo, Elizabeth Gilbert, Lewis Howes, and Tony Robbins.

3.Improve your alignment; increase your level of integrity. Just like a car that’s out of alignment, it’s hard for us to get very far down the road we want to travel if we’re out of alignment. Being in alignment means that your values and your actions line up. Have you ever done a values exercise? If not, see Chapter 6 to determine what values are most important to you! Then take a look at your online banking statement and your calendar. Do the ways you’re spending your money and your time align with your values? If not, it’s time to make some changes!

At the end of the day, the only person for whom we can be fully responsible is ourselves. (Even if you’re raising small children, you know that they have thoughts, feelings, and opinions of their own!) That means we are 100 percent responsible for the choices we make and actions we take—yup, even the lousy ones! When we’re stuck in a mindset of scarcity, though, we’re more likely to blame others—our coworkers, our partners, our parents—for our current situation or problem. Or we blame ourselves, citing some sort of shortcoming. Directed outward or inward, valid or not, blame is not productive because it keeps us stuck in the problem, rather than taking responsibility for what happens next. It’s also a surefire way to give away our own power and control. We only have this one wild and precious life, and we are the captain of our own ships. What course do you want to sail?

4.Create—and focus on—your vision. This is not the same thing as setting resolutions or establishing goals. A vision is more about what you want in your life and where you want to end up and less about how you’re going to get there. Often, setting goals can be a setup for “comparisonitis” and scarcity thinking. If we set a goal and become overly attached to it, it’s easy to get caught up in the fact that we have not yet achieved it, rather than being open to what we’re learning in the process.

For example, establishing a goal of becoming stronger and more fit in the next year provides far more options and paths than the goal of losing 10 pounds by a certain date. There are many ways we can feel stronger and more fit, but there is really only one way to lose weight—burn off more calories than you take in.

When we cling too tightly to a specific goal, our happiness is likely to be tied to the achievement of that goal. The goal ends up owning us, rather than the other way around. We also end up being tied to an external indicator (10 pounds) than an internal one (whether or not we feel stronger or more fit). Being focused on your goals also shuts out other equally amazing possibilities. Let’s face it—life doesn’t unfold in a linear and predictable way, so we need to adapt as things change.

Each January, I create a vision board to help create more abundance in my life. I use pictures and words to portray how I want to feel in the coming year. This year, those words are sparkly, joyful, uninhibited, grounded, and powerful. So now, every time I think about taking on a new client or project, I ask myself if that project will make me feel sparkly, joyful, uninhibited, grounded, or powerful. By focusing on how I want to feel, I’m open to far more options and possibilities, and worry less about how I’m going to get there.

Does this mean I don’t have goals? Of course I do! I have a business to run, students to teach, and clients who expect results. But I try to keep things as loose and open as possible. For example, I am very clear about how much money I need to earn each year and what that means in terms of the number of billable hours I need to put in each day. But I am also very open to how I earn that money, which means I said “yes!” when I was invited to be part of a group of trainers going to China to teach nonprofit management techniques, because how fun is that?! Creating a vision board is all about knowing how you want to feel and what you want to experience in your life, and being open to the possibilities. I have also used the vision board exercise with my clients to create a vision for what we want donors to experience—it’s been pretty powerful!

5.Focus on what you’re for, rather than what you’re against. While it’s important to focus on what you have (vs. what you don’t), it’s also important to focus on what you stand for. Every action we take is a vote for the kind of world we want to live in.3 What kind of world do you want to create? What steps can you take today to get closer to that world? Even the tiniest baby step will create momentum. Just as we are the captains of our own ships, we are also the architects of our own future.

6.Make a contribution. Instead of asking, “What’s in it for me?”—an echo of the “scratch and hustle” mentality—ask “What contribution can I make?” Asking this question immediately focuses you on what you have to offer. It shifts our focus from taking to giving. Giving in any form makes us feel good. Valued. Valuable. It creates pleasure both for us and the recipient. Here are some easy ways to make—and be—a contribution:

a)Have positive conversations that focus on what you have and what’s going well. Ask others about what’s going well in their lives.

b)Create win-win situations. There are a lot more options for solving problems than you may think.

c)Share what you have with others—donate your time, services, goods, or money. Clean out your house, all the while feeling thankful for how much you have. Smile at someone as you pass them on the street. Leave a huge tip. Hold the door for the next person. Say—and mean—thank you. In general, be nice. Pay it forward.

7.Explore your feelings of self-worth. Many of us refuse to receive because deep down, we feel we don’t deserve it (love, money, etc.). We’ve all heard stories of lottery winners who went broke in a very short period of time. They weren’t ready to receive wealth and abundance. Are you?

8.Forgive others. You’ve probably heard the saying, “an eye for an eye leaves the whole world blind.” Fixating on revenge also keeps us focused on the wrong that was done to us. It keeps us stuck in the past, rooted in the negative feelings we’re harboring toward the person—or people—who wronged us.

Forgiveness, on the other hand, is a release. It releases us from the past, the anger, the blame, the resentment, and the people toward whom we felt these emotions. Forgiveness allows us to return to the present. To be present. Through forgiveness, we take our power back and achieve peace of mind. The other person doesn’t need to be present for or even aware of the fact that we’ve forgiven them, because at the end of the day, forgiving others is a gift we give ourselves.



I realize that some of this might sound a little too “woo-woo” for some of you. Believe me—as a brutal pragmatist, when I first started hearing all of this, I rolled my eyes, too! But I can tell you from personal experience that it works. I have tried every single technique that I have listed above. And even though I’ve gone down kicking and screaming, I’ve had to admit that changing my thinking; surrounding myself with people who have a can-do attitude, prioritizing integrity, focusing on my life’s vision, standing for my values, being a contributor, exploring my feelings of self-worth, and forgiving others has taken me places I never even imagined possible. I never dreamed I’d be able to raise this kind of money ($74 million and counting!) and have this kind of impact on the nonprofit sector. But there you have it.

You don’t have to take my word for it—all you have to do is look at nature to see that there is abundance everywhere. Even in the driest desert, there are flowers that bloom, and in the oldest forests, there are trees that only release seeds in the heat of a fire.

Abundance comes in many forms—wealth, good health, personal fulfillment, happiness, good relationships, or anything else that makes life more enjoyable and rewarding. By focusing on these things, we are inviting more of them into our lives. This will not only help us feel happier and more deeply fulfilled as individuals, but will help us attract good things into our organization that will enable us to fulfill our mission and enhance the lives of the clients we serve.

If we truly want to create a world that works for the people who turn up at our door in need of our help, then we need to stop buying into the culture of financial deprivation, martyrdom, and scarcity that has been thrust upon us. We need to hold our heads up high, claim our value, and pursue our rightful piece of the pie!

I’ll close this section with one of my favorite quotes, from Charles Swindoll, minister:

The longer I live, the more I realize the impact of attitude on life. Attitude, to me, is more important than facts. It is more important than the past, than education, than money, than circumstances, than failures, than successes, than what other people think or say or do. It is more important than appearance, giftedness, or skill. It will make or break a company. . . a church. . . a home. The remarkable thing is we have a choice every day regarding the attitude we will embrace for that day. We cannot change our past. . . . We cannot change the fact that people will act in a certain way. We cannot change the inevitable. The only thing we can do is play on the one string we have, and that is our attitude. . . . I am convinced that life is 10% what happens to me and 90% how I react to it. And so it is with you. . . . We are in charge of our attitudes.”4

“Overhead” Is NOT a Dirty Word!

Did you know that 13.5 percent of the U.S. population lives in poverty?5

Did you know that statistic hasn’t really changed since the War on Poverty began in 1964?

After 50 years of making little progress on this front, perhaps it’s time for us to rethink the way we’re going about the way we’re trying to solve the social problems that keep people in poverty. Government can only do so much, and businesses focus on products and profits, not people. Only 5 percent of the contributions made in 2015 came from corporations, and of the 10 percent of pretax profits they’re allowed to distribute, the average amount donated by corporate foundations is 2 percent.6

The solution, then, lies with us. There is nobody else.

I have always been a champion of the nonprofit sector and firmly believe that it ensures a particular quality of life in the United States. If you don’t believe me, think for a minute what our country would be like without a single nonprofit institution. We’d live in a cultural and educational desert without the benefit of world-class health care and social services. Pretty grim, right?

If our vision is to create a world that works for everyone, then we need to lead the way. We need to identify those limiting beliefs that are keeping us small—not only as individual agencies, but as a sector.

Did you know that there are only 144 nonprofits that have crossed the $50 million annual revenue threshold, as compared to 46,136 businesses that have done so?7

What keeps us from growing?

A chronic underinvestment in fundraising.

I can hear the collective gasp from here!

“But, Sarah, we need to keep overhead low. If we invest more in fundraising, it will increase our overhead.”

But I’d like to ask—who says overhead is inherently bad?

Isn’t it simply a part of the cost of doing business?

And isn’t our business—individual and collectively—to solve the country’s social problems?

Can you imagine a scenario in which the stockholders of Apple (which, according to Forbes Magazine, had an estimated value of $534 billion in 2016),8 told the CEO they’re happy to pay for the development of the next iPhone and Mac computer, but not the utility bills? It’s laughable, right? But that’s exactly what we’re allowing our donors and funders to tell us!

In the nonprofit sector, we seem to equate frugality with morality. But providing anything but a warm, welcoming space sends a horrible message to our staff and our clients about our collective worth.

Buying into the notion that overhead is inherently bad is demoralizing because it prevents us from dreaming of bigger and better things. It prevents us from investing in the one thing that can help us raise the kind of money we need to ameliorate serious social problems—fundraising!

The only way we’re going to see improvement on the issues we care about is by investing in our own growth; that requires money.

If enough of us invest in our own growth, we’ll be able to move the needle.

And isn’t that why we got into this business?

It’s time for us to invest more in fundraising. We need to demand a bigger piece of the pie—which, given the wealth in the United States and in other parts of the world, is certainly big enough for each nonprofit to have a nice, big, juicy slice. Or two!

We need to educate our donors—and the general public—about what it’s really going to take to solve the social problems facing our country, then invite them to join us. You might be surprised how many donors and funders are ready and willing to really stretch themselves and invest in the causes they care about most!

In 2015, individuals contributed $264.58 billion to nonprofits, and bequeathed another $31.76 billion, according to Giving USA. That tells us all we need to know!

People give for many reasons:

□The agency’s mission, population, or cause touched their hearts

□They want to make a difference in the world

□Someone asked them to help

□It’s the way they were raised

□They contribute as part of a group (family, friends, coworkers, neighbors, alumni. . .)

□Someone they care about cared about this organization or cause (memorial gifts)

□It helps them feel connected to other people

□They feel fortunate and want to give back

□It’s a way for them to leave a legacy, make a mark in the world (planned gifts, bequests)

□It’s a positive reflection on them or their company or group

□Helping others makes them feel good

No matter what their reason for giving, people want to make sure that their donation is being put to good use. Unfortunately, most people assume that organizations that spend less on overhead (most people want to see less than 25 percent) are more efficient and effective than those who do not. Overhead in and of itself does not tell enough of the story!

One of my clients is a tiny agency with one full-time staff member who works with volunteers from religious congregations and community-based groups to achieve amazing outcomes. In each of the last 10 years, they’ve been able to leverage enough state funding to provide more than 400 low-income teens with job training, mentors, financial management training, and summer jobs; and another 100 with year-round employment. The numerous and life-changing benefits for these kids stretch well beyond the summer, yet my client’s overhead is 64 percent. Why is it so high? Because the agency’s budget is a little more than $100,000, and most of the overhead goes toward his salary.

I know of another agency where the overhead rate is around 40 percent because the board and executive director made a decision to put an end to the suffering of their clients—most of whom are multi-trauma survivors—by providing treatment beyond the number of sessions covered by most health insurance plans. Clients leave their program trauma-free. Given the incalculable cost of trauma on these individuals, their families, and our communities, the return on this investment in treatment is priceless.9

This agency is also committed to hiring some of the most highly trained and cutting-edge clinicians in the area so they can achieve their goal as quickly as possible and enable their clients to move on with their lives. This costs money, but the agency is unapologetic for its overhead rate. According to their executive director, “If we’re willing to settle for mediocre outcomes, we may as well not be in business. If we want great outcomes for our clients, we have to pay for great clinicians. And great clinicians cost money.”

Conversely, I know of two agencies—one in Connecticut and one in Massachusetts—that have overhead rates of 11 percent and 13 percent, respectively. How did they get their overhead so low? Coincidentally, both nonprofits serve women who have survived domestic violence, and each organization operates both a shelter and a thrift shop run almost entirely by volunteers. This means they are able to save significantly on staffing costs (the calculated savings for the group in Massachusetts is more than $400,000 per year!), which reduces their overhead considerably.

As you can see, the percentage of the budget spent on overhead tells only a fraction of the story.

Sometimes, when agencies are working with clients on complex problems such as trauma or with challenging populations such as children with reaction attachment disorder, it can take a long time to make a difference in the lives of their clients, or the agency may need a higher ratio of staff to clients to provide a safe, effective treatment environment. We can’t always judge the effectiveness of a nonprofit by looking at its overhead rate. To do so is a big mistake.

We need to train our funders and donors to focus more on the IMPACT of our organizations instead of our overhead. We need to demonstrate that we are both effective and efficient and broadcast our value and our worth.10

Budgeting for Break-Even and Other Fundraising Mistakes

“If you always do what you’ve always done, you’ll always get what you’ve always got.”

Henry Ford11

If we want to raise more money, the first thing we need to do is to stop aiming for break-even! Although foundation, corporate, and government funders expect our revenue and expenses to cancel one another out, it’s time to raise the bar. Healthy organizations require a healthy cash reserve to ensure they’ll be around on the other side of an unexpected event, such as a recession, when a grant or contract wasn’t renewed, or the heating system finally died. Beyond this, if we’re going to deliver great outcomes for our clients, move the needle on social problems, and fulfill our missions like never before, we need to budget for a surplus.

Nonprofits are built on hopes and dreams. Aiming for the demoralizing low of a break-even budget squashes the very hopes and dreams on which our organizations were founded.

Often, nonprofits settle for a break-even budget because they are unable to identify opportunities to increase revenue or reduce expenses. This book will provide you with concrete tactics and techniques you can use to enhance your revenue—particularly from individuals (the most effective fundraising strategy—see Chapter 4) and grants (the second most effective—see Chapter 3), as well as ways to engage in long-range financial planning (see Chapter 2). But the first thing we must do is set our sights higher!

Other common fundraising mistakes that nonprofits make include:

1.We forget that giving starts at home. Do 100 percent of your board members make gifts? If not, then why should others—who are presumably less committed to your organization than your board members—make a contribution? One sure way to lead your donors is by modeling the behavior you’d like them to emulate, which means that year-end giving needs to start with your board and staff. If your organization doesn’t have 100 percent giving participation at the board level, it’s time to institute a policy! (See Chapter 5 for more about board development and engaging the board in fundraising.)

2.We confuse capacity with inclination. Just because someone has the ability to give a large gift does not mean they feel inclined to give, let alone give at a level that reflects their true giving capacity. People give to causes they care about and to organizations they know, like, and trust, not because they have oodles of money and have nothing better to do with it. People of modest means often make generous contributions to the organizations they love. If your organization isn’t already on their list and you suspect they believe in the work you are doing, make time in the coming year to connect with them and find out! (See Chapter 4 for more about individual giving.)

3.We fail to ask, and when we do ask, we don’t ask for a specific gift. I have actually received multiple solicitation letters that failed to ask me for a contribution! The only clue that it was a fundraising appeal was the remittance envelope they’d tucked in with the letter.

It’s important to come right out and ask for money! Repeat the appeal several times in the letter and ask for a specific gift—preferably one that is larger than the gift made in the previous year. Most people don’t remember what they give from year to year, so mention the amount of the last gift and ask them to increase it by 25 percent. You’ll be surprised how many people will happily do so! (More on this in Chapter 4.)

4.We fail to plan. Have you ever tried to make a trip to someplace new without a map or GPS? Hard to get where you want to go, right? Yet many of us go about fundraising without an annual fund development plan that outlines goals, activities, or deadlines. A well-developed annual fund development plan helps us identify trends and patterns in giving, make realistic projections, and better manage our workflow. It also provides a tool with which we can engage our fellow staffers and members of the board. A long-term financial plan will help our organization consistently deliver great outcomes for its clients and make an impact on the social problem it was formed to address. (See Chapter 2 for more about planning.)

5.We forget that fundraising is a team sport. Many times, development staff get isolated and end up taking on too much work, when everyone in the organization stands to benefit from a strong, coordinated effort. The first place to start building your team is by drafting an annual fund development plan. From there, match up fundraising tasks with people’s availability and skills. Support from your executive director and board is crucial to engaging staff and volunteers in the agency’s fundraising efforts, as is training and ongoing support.

I’ve been successful in raising funds with preschoolers, 90-year-olds, millionaires, and the most impoverished people you can imagine. It was all a matter of finding out what they liked to do and what they could do and plugging them in to our efforts in a way that made sense. It may have taken a little more time to provide the training and support they needed to get started, but once they were trained, they became an invaluable member of my team!

It’s important to remember that fundraising is a team sport! As the team’s manager, we need to have a game plan. We need to share our annual fund development plan with our team and get them to pitch in by adopting specific tasks. As the team’s talent scout, we have to select our team—ideally, this is a mix of staff, board members, and volunteers who are willing to stretch themselves, roll up their sleeves, and play ball on the agency’s behalf. They don’t need to be pros because we can teach them the skills they need to succeed.

As the team’s trainer, it’s our job to help others understand the intricacies of our job. Let’s face it—fundraising is quirky. It is equal parts art, science, psychology, guesswork, and experimentation. Until you’ve done it, you don’t really GET it. Even then, it takes a while to become a true master. So we can’t expect others to “get it” right away either. This is where our role as coach comes in to play. We need to keep our team motivated by providing a good training regimen and a good dose of encouragement and support.

As team captain, we need to lead up, down, and across the ranks, educating everyone in our agency about development and encouraging our board, staff, and volunteers to participate to the highest degree possible—whether that be on the field, in the stands, or serving as the team’s cheerleaders or mascot.

Everyone can contribute. It’s our job to rally the team, figure out what position each member plays best, and get them out on the field.

6.We fail to recognize our top donors. If you’ve ever analyzed your donor data, you may have been surprised by the disproportionate amount of support that’s being provided by a handful of donors—for most organizations, it’s an 80/20 split. Without these donors, most of us would sink like a rock, yet we aren’t always clear who these people are and often fail to do anything special to acknowledge or cultivate this pool of important donors.

There are easy ways to let these donors know that you value their contributions—you can send out a special letter from the executive director once or twice per year, giving them the inside scoop; you can take them on a tour, invite them to a dress rehearsal, or organize some other event that allows them to get an insider’s view of the organization at work; you can hold a special reception just for them before your special event or annual meeting. (See Chapter 4 for more ideas on cultivation and stewardship.)

7.We skip the prospect research and evaluation process. Sometimes, I receive appeal letters from an organization with which I have never had any contact, let alone made a donation. At the bottom of one letter, they made a $5,000 ask. Um, I’m flattered? Au contraire, this organization may as well have jumped up and down in my kitchen, screaming, “We don’t know what we’re doing!”

It’s important to know your top donors and know them well. Since fundraising is about relationship-building, knowing as much as you can about your prospects and donors—including their aspirations, giving potential, and history with your organization—allows you to fund-raise more successfully. (You can learn more about this in Chapter 4.)

8.We fall prey to the idea that people will support the work we’re doing without our making a strong case for their donations. I have no doubt you are doing amazing work, changing lives in meaningful and significant ways. However, there are 1.5 million nonprofits out there, and philanthropy is no longer a localized activity.

With so many good causes—many of them with similar missions—the only way we’re going to leverage dollars from donors is to demonstrate that ours is an organization worth supporting by developing a strong case for donation. A well-developed case statement allows you to articulate a specific need and your ability to excel in meeting that need and outlines the opportunity for each donor to make a difference. (To learn more about how to broadcast your worth, see Chapter 7.)

9.We give in to scarcity thinking, believing that that people won’t be generous, particularly during times of economic uncertainty. Yet according to Giving USA, individual giving increased by 3.8 percent in 2015! Don’t leave money on the table by making assumptions about your donors’ capacity, generosity, and wishes! Let your donors show you what they can do for your organization. ‘Nuf said!

10.We forget to thank and steward our donors. Nothing irks me more as a donor than making a gift to a nonprofit and not having the check cashed for two weeks, and getting a thank-you note two weeks after that. I’m not alone in my feelings—research shows that donors have three key needs: (1) timely acknowledgment of their gifts, (2) information about how their gift was put to work (before asking for another contribution), and (3) timely, consistent communication.

When you fail to meet these criteria, what you’re broadcasting to the donor is (a) “we don’t need your money,” and (b) “we don’t value your gift.” With 1.5 million nonprofits out there, donors in the United States have lots of choices. Don’t give them cause to make a different one! (To learn how to hang on to your donors, see Chapter 4.)

11.We neglect the One-Third Rule. The One-Third Rule states that no more than one-third of your income should come from a single source (e.g., United Way or a single state contract) because if that funding dries up, your organization will topple. We need to build a diverse base of support that consists of a robust individual giving program, a strong grants program, and other forms of revenue, such as program fees and special events. By having as many sources of income as possible, we’re protected in the event that one diminishes or disappears, and our organization can still stay financially healthy and serve its mission.

12.We forget that technology is our friend! Today, more than two-thirds of donors start their decision making online, often looking at an organization’s website and 990 before writing a check or clicking on your “donate” button.12 Technology can help us communicate with, inspire, and motivate our donors, as well as thank and steward them in important and innovative ways. (See Chapter 7 to learn more about communicating with your stakeholders.)

The Contemporary Philanthropic Landscape

Nonprofits are operating in a new and challenging landscape. Many of us have seen our peers go out of business, or merge in order to survive. In the congested and competitive marketplace of more than 1.5 million U.S.-based nonprofits—not counting religious institutions—only the most dynamic, nimble, and relevant organizations will survive. In order to successfully attract, retain, and utilize the resources needed to further your mission, it’s important to understand the ways in which philanthropy has changed and adopt practices that will help us negotiate these new environs successfully. We need to adapt to the following trends:

TREND #1: We’ve shifted from a charity to investment model of philanthropy

Funders and donors are beleaguered with requests for financial assistance and need to make prudent decisions about how best to distribute limited funds. While funders and donors certainly do not expect a monetary return on their investment, it’s important to help them understand how their funding will produce a positive change in the area they are seeking to affect. Today’s donors are more likely to contribute to causes that have a meaningful impact on the issues they care about. Every nonprofit needs to be able to articulate the difference it’s making in the world, using both numbers and stories to illustrate its outcomes.

TREND #2: It’s time to rethink things

According to the Nonprofit Finance Fund’s Annual Survey, many nonprofits are being suffocated by overbuilt real estate, too much debt, and poor (or no!) investment strategy and performance. I would add antiquated organizational structure, board, and staffing patterns to the list as well. It’s time to rethink the way we do business.

“Nonprofit” is a tax status, not a business model. While our focus is primarily on cost recovery, we also need to focus on what generates our “profits” (our mission), the provision of a quality “product” (services and programs) that meets the needs of our “customers” (clients). Nonprofits that are thriving in today’s economy aren’t getting distracted. They are focused on continuous improvement centered around a core mission. They are using a strategic, informed approach to today’s work. They are aware of how today’s trends will inform tomorrow’s. And they are committed to incorporating best practices into each function of the organization and measuring results. Because of this, they have an easier time attracting and retaining high-quality staff, board members, and donors.

It’s important to make sure that the work, policies, practices, and culture of our organizations line up, that all of our “oars” are moving our “boat” in a singular direction, which is the fulfillment of our mission. When they don’t, organizational vampires of all shapes and sizes are created and can suck the lifeblood from your organization—either a drop at a time, or at a more life-threatening rate. Organizations with a high level of synergy are vastly more potent and therefore more attractive to funders and donors.

It’s time to banish scarcity thinking, which is rooted in the belief that there is not enough to go around. We cannot afford to accept “the new normal,” which is code for doing even more with even less. As institutions that are meeting the needs of the most vulnerable in society, laying down and accepting this as the way things are—and are going to be—is a huge disservice to our clients, who need us more than ever. To continue addressing these issues day in and day out, we need to stand up and fight for the resources we need to do the job well. Henry Ford said, “Whether you think you can or can’t, you’re right.” What might happen to our agencies and for our clients if we all start believing there is enough to go around?

TREND #3: The conversation is shifting from fundraising to philanthropy

I have long been a fan of using the word “philanthropy” because writing a check is only one way that people express love for their fellow man. I love that this broader definition is becoming more commonplace, because it means we’re finally getting around to valuing the nonmonetary contributions that people make. Of course, cash will always be king, but we can make plenty of room in the royal court for other gifts as well!

How many of you are calculating the value of your volunteer labor? When I did the math for one of our clients, we discovered that they were saving more than $400,000 a year(!) in staffing costs because their shelter, thrift shop, kitchen, and reception office were run by volunteers. Another client saves more than $75,000 a year by running their food pantry primarily with volunteer labor. Calculating the in-kind contributions being made demonstrates to funders and donors alike that you are leveraging local resources and saving money in the process.

The other great thing about shifting the focus to philanthropy is that many people get involved with our organizations through nonmonetary means. By widening our lens to capture these people as well, we can strengthen and grow our fan base—which, when it comes down to it, is the true purpose of fundraising (as the relationships grow, so do the contributions).

TREND #4: The world of philanthropy is redefining itself

Why? Because we’ve failed to move the needle since the War on Poverty began in 1964. Many nonprofit missions are not directly related to poverty, but there is a strong connection between poverty and myriad social problems.

People—particularly Gen X and Gen Y (aka millennials)—are getting tired of supporting institutions that can’t seem to make an improvement in the social problems they were created to solve. This is the reason you see so much social entrepreneurship in the marketplace (think TOMS Shoes, Charity: Water), particularly among the under-40 crowd. Some of the more forward-thinking nonprofits are engaging in more collaboration and partnerships, crossing the for-profit–nonprofit line in the process. Collaborative philanthropy is an emerging practice—in some cities, philanthropic and civic leaders are combining private foundation and government funding to tackle larger issues like homelessness.

TREND #5: Fundraising will continue to be underfunded. But only because we refuse to change the underlying causes of the problem!

Too many nonprofits leave vast amounts of money on the table because they refuse to invest resources in fundraising.

As Dan Pallotta asserts in his TED Talk, we do not live in a world where there is only a tiny revenue pie from which we can hope to cut just a sliver.13 There IS money out there for the asking (just ask the clients with whom I’ve worked!), but many organizations fail to claim their fair share of the pie because they don’t have sufficient fundraising resources to do so. As I’ve already mentioned, many nonprofits—and their donors—have fallen prey to the ridiculous notion that “overhead” is a dirty word, that it is somehow not part of the cause.

That’s just a story that someone made up! Who decided that your development staff, the lights, or directors’ liability insurance is not an essential part of the work you do?!

If we strive to keep overhead low by not investing in fundraising and other staffing or in initiatives that will help promote our organization (e.g., communication and marketing), then how can we possibly expect to raise more money? And no, Virginia, there is no Fundraising Fairy. . . .

I’m sure your board could pitch in a little more on the fundraising front, given the proper education, training, coaching, and support. But they are volunteers who may or may not possess the skills or inclination to take on a larger role in fundraising. Even if they do, it is unlikely their increased involvement will make a substantive difference in the bottom line in the short run.

The only way nonprofits are going to seriously increase the amount of revenue raised is to invest in fundraising, communications, and marketing.

TREND #6: The world around us continues to change

—and not just in terms of technology. In the city where I live, more than 80 languages are spoken in the public school system and more immigrants and refugees enter the city each day. More than ever, we need to tend to issues of cultural diversity and cultural competency—not just when it comes to service delivery, but when it comes to attracting and retaining donors as well.

Generational shifts (Boomers are retiring at the pace of 10,000 per day!) are changing the donor profile, giving habits, and expectations, particularly around transparency and engagement. Donor loyalty is retiring with the Boomers, which is bad news, given that most of us already have abysmal retention rates (they average between 30 and 35 percent).

Why is retention so low? Because we fail to understand that donations are an extension of a relationship between our clients and our donors, not a transaction. We need to stop treating donors like ATMs, regardless of the amount of pressure we’re under! Donors are people. If they don’t like the way your organization treats them, they have 1.5 million other nonprofits to which they can donate.

TREND #7: Evaluation is here to stay

More and more foundations are incorporating evaluation into the application process. More funders—and donors—want to know about your performance metrics and indicators. In other words, they want to see proof that you’re making a difference.

The problem is, most of us do not have a background in evaluation and have no idea what we can measure and how to go about doing so. Few nonprofits have the resources to hire someone to do evaluation for them. This means that existing staff must now add evaluation to their lengthy and ever-changing job descriptions. Evaluation does not have to be cumbersome or complicated—there are probably tools and processes you’re already using that could be adapted to contribute to the evaluation process. Regardless of which methodology or tools you select, the time to start integrating evaluation is now.

TREND #8: Philanthropic giving is on the rise

According to Giving USA, 2015 was America’s “most generous year ever,” with a total of $372.25 billion contributed! As usual, 80 percent of these dollars were donated by individuals—71 percent (or $264.58 billion) from individual gifts, and 9 percent (or $31.75 billion) via bequests (gifts left to nonprofits in people’s last will and testaments). This is an increase of 3.8 percent and 2.1 percent, respectively. Sixteen percent of those dollars were contributed by foundations, for a total of $58.46 billion. Foundation giving increased by 6.5 percent. Corporations contributed 5 percent of all philanthropic dollars, for a total of $18.45 billion. Corporate giving was up by 3.9 percent.

As usual, religious institutions received a little more than one-third of the philanthropic pie (a total of $119.30 billion). This is because they:

1)ask for it—and do so on a regular basis, setting up an expectation of giving in the process,

2)make it easy to give by providing a range of giving options and donation mechanisms, and

3)value each and every contribution, regardless of size.

There are some valuable lessons to be learned from their success!



Fifteen percent ($57.48 billion) was contributed to education; 12 percent ($45.21 billion) to human services; 11 percent ($42.26 billion) to foundations; 8 percent ($29.81 billion) to health organizations; 7 percent ($26.95 billion) to public society benefit;14 5 percent ($17.07 billion) to the arts, culture and humanities; 4 percent ($15.75 billion) to international affairs; 3 percent ($10.68 billion) to the environment and animals; and 2 percent ($6.56 billion) to individuals. As you can see, there is plenty of money to go around! Are you ready to ask for your fair share of it?

While private and corporation foundation grants and government contracts will still serve as the bread and butter for most nonprofits, with giving on the rise, NOW is the time to invest more heavily in individual donor work. Spending more time and energy attracting, retaining, and cultivating your average donor can provide the long-term financial security that every nonprofit craves. Yet many of us fail to provide adequate stewardship and invest too little in cultivation.

While philanthropy might be a heart-centered activity, before donors are willing to consider renewing their gift, they need information about how their gift was put to work so they can feel confident about giving again. Nonprofits need to reach out to donors at least seven times per year, using mechanisms like newsletters, e-mail, social media, annual reports, and donor updates. These communications need to include quotes, testimonials, stories, and case studies that illustrate the difference your agency is making, delivered in bite-sized formats that don’t require a lot of donor time and attention. You never want a donor to look at a piece you’ve sent them and think, “Oh, I’ll get to that later. . .”!

Is your organization providing extraordinary experiences for its donors? If not, it’s time to start offering them the opportunity to get up close and personal with the life at your agency. There are many ways to do this—invite them to serve or have dinner with the homeless veterans you’re feeding, attend a dress rehearsal of the theater program you’re supporting, participate in trail maintenance at the wildlife sanctuary you love so much. . . and so on. By engaging them in the life of your organization, you have the opportunity to get to know them as an individual as well as a donor. The less we treat our donors like ATM machines, the more responsive they will be.

We need to adapt our communications to accommodate different generations as well. What works for the Greatest Generation does not work for Boomers. What works for Boomers does not work for Gen X, and what works for Gen X does not work for Gen Y (millennials). Nonprofits need to use multiple targeted strategies to make sure the message of their success is getting to the different audiences it needs to reach. If you don’t have a clear understanding of what appeals to the different generations, start asking people of different age groups what works for them and what doesn’t.

As an industry, we need to get over our hang-ups about asking for money. We are witnessing the largest transfer of wealth this country has ever seen—don’t let this opportunity pass you by! Believe it or not, philanthropy is not about asking for money—it is about building relationships. As the relationship deepens and donors become more involved in the life of your organization, the money usually follows. Donors have a need, which is to make the world a better place in a particular way—eliminating hunger or homelessness, ensuring the safety of wildlife, protecting open spaces, etc. These are not problems that individual donors can solve on their own. Your agency, therefore, is the perfect vehicle through which to meet this need.

In order to thrive in today’s increasingly complex and competitive environment, nonprofits need to focus on four things:

1.Increasing our level of organizational synergy by changing the way we do business and eliminating limiting beliefs,

2.Getting the word out about the difference we are making in the world through a varied and rigorous communications program that meets the needs of different generations,

3.Becoming more donor-centered organizations, and

4.Identifying and eliminating business practices, policies, and institutional models that thwart creativity and stymie adaptability.

Achieving change on any of these four fronts will make your organization irresistible to donors and funders, which will allow us to fulfill our mission and serve clients on a whole new level. And at the end of the day, isn’t that why we’re in business?

What We Can Do—A Call to Arms

Never before has the nonprofit sector been needed more! It appears that the funding for social programs is going to be drastically cut or eliminated, which is going to pull the rug out from under many of our clients. We need to organize and mobilize to prevent this from happening. Beyond preventing the massive underfunding of programs that assure our quality of life, we’re up against other forces as well.

What are we fighting?

□A Sense of Futility—Many of the problems nonprofits address feel overwhelming to the people reading our appeal letter and grant application, our brochure and website. Readers feel paralyzed by the scope and breadth of the problem and end up feeling like making a donation is futile in the face of the problem’s size and complexity.

□The Bystander Effect—I’m sure you’ve heard stories of people screaming for help in a busy city, and no one lifting a finger to help them or call 911. This happens because each person assumes someone else will do what needs to be done. Research shows that people who are alone when they hear a call for distress are more likely to take action than those who are with as few as one or two others.

□The Fairness Effect—When it comes to charitable giving, research shows that a donor’s giving may not reflect their capacity to give if they feels that others are not doing their share.

□Geography—Despite the fact that we live in a global economy, we are still programmed to care for those who are closest to us. People feel most moved by a tragedy that involves those close to them.

What Tactics Can We Use to Combat These Forces?

Research shows people are moved by the plight of an identifiable individual. Keep things on a human scale by using photos, stories, and quotes. Feel free to share data, but do it in a creative, digestible way, such as an infographic.

Use every communication channel you have to create a sense of community and fairness (“all for one, one for all”) among your volunteers, donors, funders, and fans. Provide vehicles through which they can interact with one another, not just through which you can talk at them.

Create connections—at the end of the day, we are all fallible human beings. We all have troubles. We all stumble from time to time. Find the common denominators—emotional, geographic, or demographic—to help people connect the dots.

Demonstrate that each gift, regardless of its size, can make a difference to the people who are leaning on you for help.

Provide other ways for your donors and fans to help. List volunteer and mentor opportunities, wish list items, jobs that need to be done, or ways they can help spread the word.

Beyond this, we can:

1)Change the conversation at our organizations to focus on philanthropy, not fundraising. Start brainstorming all the ways in which people can and do contribute to your organization. Acknowledge and broadcast these. Calculate the value of the contributions already being made and demonstrate how much revenue you’re saving to your staff, your board, your funders, your donors, and anyone else who will listen. Wash, rinse, repeat. The more gratitude we feel and express for every single gift that comes in the door, the more gifts will come in the door!

2)Change our attitudes about fundraising. We wouldn’t ask our board to go out and serve as volunteer dentists over the weekend, would we? So why do we ask them to go out and serve as volunteer fund-raisers? Fundraising is a skill set. And yes, it is absolutely one that can be taught. But when it comes to fundraising, many nonprofits throw their board members to the lions and then complain when they fail to raise any real money. If we want them to succeed, board members need to be involved in our fundraising planning. They also need to be educated, trained, coached, and supported, given specific roles and instructions.

Another thing we can do is to build a culture of philanthropy across the organization. Fundraising is not just one person’s job; it is the responsibility of every single person in the organization, even if development is not part of everyone’s job description. Each staff person can contribute something to the ongoing fundraising efforts! The same thing applies to the fundraising committee of the board, which should be dissolved. Fundraising is the responsibility of the entire board, and most fundraising activities can be handled by an ad hoc committee. Sometimes it requires some creativity to figure out how to include people, but with a little ingenuity, it’s possible.

3)Change the paradigm. If we want to raise more revenue, we need to invest in fundraising. This means we adequately staff and budget for robust fundraising and communications programs. Without adequate communications and marketing, no one is ever going to hear about the great work you’re doing. And without adequate development staffing, you’re never going to be able to take advantage of all the interest that your marketing and communications are generating!

We also need to change the way we talk about ourselves. Did you realize that we’re the only industry that defines itself as what it isn’t (nonprofit)?! Let me share an example of the power of changing how we talk about our organizations.

Adam Braun is the founder of Pencils of Promise (POP), which builds schools around the globe. He started POP with just $25 and a dream. Now, 178 schools later, Adam is a high-profile entrepreneur and philanthropist who has received international attention for his efforts.

How has he achieved so much? He pursued his passion.

Adam grew up like most of us did, with a certain picture in his head of how his whole life would play out. He describes himself as a pretty ordinary guy. However, he has learned—through his own life experience—that ordinary people can do extraordinary things. He has learned that by finding his purpose and following what makes him feel most alive, he, as just one person, could have a huge impact on the world.

These days, Adam’s team of supporters includes some pretty high-profile celebrities. How did he attract such amazing people to his cause? He changed the words he was using, which in turn changed his worth.

Adam doesn’t describe his 501(c)(3) as a nonprofit. He calls it a “for-purpose.” This was a game-changer, allowing him to take POP from a dream to an incredible reality.

Let’s face it—no one really understands what nonprofits do, how we operate. They know we help people, which is nice, but most people don’t really “get” it. What if, like Adam, we started talking about being “for-purpose”? Or “mission-driven”? Using this language helps us tap into people’s inherent need to feel significant, to know that their life matters; it helps us tap into their desire to make a difference. Purpose. Passion. Those are the things that light a spark. Ignite a fire. Change the world.

What might happen at your agency if you started talking about yourself in these terms? If the entire industry did?

4)Collaborate for impact. Trying to tackle large-scale social change is not easy, particularly for midsize nonprofits (which make up 73 percent of the sector). Until recently, our thinking has been that a handful of large donors can help tip the balance. There is growing recognition that if we want to make an impact on the social problems that have been plaguing us for decades, we need to expand beyond the walls of our organizations to create strategic partnerships that will help increase the scope, reach, and impact of our programs.

It’s up to us to form new alliances, new networks and new ways of working together. We need to adopt more integrated approaches—particularly in terms of how we distribute our resources. These partnerships can include businesses, colleges and other educational institutions, governments, donors, funders, and civic groups (e.g., Rotary Clubs, chambers of commerce, etc.). Today’s social problems are complex—no one can go it alone. Together, however, we can make a difference.

5)Learn the language of evaluation. Like any field, evaluation has its own terminology. Given the growing demand for evaluation, we need to learn the language. We need to have conversations at our organizations about what we can measure, how we can measure it, and who’s going to do it. Many times, you’ll find you’ve already got tools in place that with a little adaptation can become part of your evaluation system. This can include intake and exit interviews, online and paper surveys (SurveyMonkey allows you to ask up to 10 questions for free and tabulates quantitative results for you!), testimonials, and case studies. Use this data to demonstrate the difference your organization is making and why it matters. Share this data with your funders, donors, volunteers, and the general public via your newsletter, social media, or annual reports.

Moving Forward in the Face of Uncertainty

The truth is, the 21st century has been one long stretch of uncertainty after another. There were the wars in the Middle East—which, 15 years later, are still ongoing. The economic crisis of 2008, which hasn’t quite been resolved. And the ever-present technological evolution and political upheaval around the globe.

It doesn’t look like things are going to get back to “normal” anytime soon.

In light of this, we need to figure out how to move forward. In times of uncertainty, we in the nonprofit sector must continue to shine the light—because those we serve are depending on us to do so.

It’s not just about surviving, but thriving.

How do you do that when the world around you keeps changing?

1)Don’t get distracted. Focus on your mission and your vision; let them serve as the litmus test for everything you do, no matter what is going on around you. Allow them to help you prioritize what’s important. Remind your staff and your board what your mission’s all about and of their role in fulfilling that mission. Prioritize the things you can control so you’re prepared for whatever comes. Set up a strategic plan so that everyone in your organization can be playing from the same sheet music.

2)Instead of drowning in the waves of change, learn to surf them! Increase communication across your organization and encourage cross-pollination and collaboration as a means of creating new, more flexible structures and programming. This will allow you to improvise as change happens.

3)Listen and lead. Don’t just keep your eye on the horizon, keep it over the horizon! Listen carefully to the rhetoric coming out of Washington and consider what it might mean for your organization. Try to anticipate change rather than being forced to react to it. In today’s world, adaptability is key. The more nimble you can be, the better!

4)It’s all about the cash! Never before has the saying “Cash is king” been truer—cash flow can make or break your organization in times of uncertainty. Not only does cash provide you with a safety net, but you can also use it to take advantage of opportunities that arise! If you don’t already have a line of credit, now is the time to get one!

5)Diversify! If you’re getting more than 33 percent of your funding from a single source (e.g. United Way, state contract, etc.) now is the time to diversify your revenue stream! Ramp up your grants game and your individual donor program stat! Consider products or services you might offer to generate revenue. For example, I had one client that realized the complicated database they had paid someone to design for them would be useful to other similar agencies—it turned out to be a lucrative revenue stream for them! Consider strategic alliances—with other nonprofits or a for-profit. Mix it up. Do something new, something different. Think outside the box. Engage your staff, board, volunteers, donors, and fan base in a conversation about effective ways to ramp up the revenue.

Most importantly, B-R-E-A-T-H-E!

Change is the one constant in life. It’s inevitable. We may as well learn to adapt to it because it’s here to stay.

And keep your saw sharp by staying on top of economic and social trends, as well as the latest changes in the nonprofit sector and in your industry. One of the best ways to stay on top of change is to keep learning and growing.

As you move forward, remember—growth is uneven. It’s okay if some parts of your organization and fundraising program are stronger than others. Determine which area will benefit most from change, and start there. This book is designed to help you implement proven techniques to increase revenue. Try one thing, and see how it goes. Then try another. Before you know it, you’ll be succeeding beyond your wildest dreams!


1. From Take Time for Your Life by Cheryl Richardson.

2. If you have not yet done so, I’d encourage you to read Claire Gaudiani’s book The Greater Good: How Philanthropy Drives the American Economy and Can Save Capitalism.
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CHAPTER TWO

A Goal without a Plan Is Just a Wish

“If you fail to plan, you are planning to fail.”

—Benjamin Franklin

Why Nonprofits Struggle to Make Ends Meet

Nonprofits struggle to make ends meet for four key reasons:

1)We fail to invest in fundraising. I have seen few nonprofits with adequate staff capacity to perform all the of necessary functions to maximize the organization’s fundraising potential. Most nonprofits need to raise more money, yet refuse to invest in fundraising. Where exactly do they think this money is going to come from?!

The only way to raise more money is to spend more money. Investing more resources in fundraising, adopting a culture of philanthropy, and executing a high-performance fundraising program is the only way to get where you want to go.

2)We fail to engage our board. In study after study, executive directors cite an underperforming board as one of the top three challenges they face. The only people we can blame for this situation are ourselves. Boards are comprised of volunteers, who may or may not work in or be familiar with the nonprofit sector and often do not have the experience, skills, or knowledge they need to serve as effective fund-raisers.

With proper—and ongoing—education, training, coaching, and support, your board can become your biggest ally in the quest to raise the money you need to fulfill your mission.

3)We fail to engage our community. Our donors, volunteers, and other members of our community have a bevy of gifts they bring to the table, yet we frequently fail to make use of them.

If we want to fulfill our missions, we cannot afford to work in isolation. There are many people who want to help us make a real difference in the lives of the people who are turning to us for help. We need to identify their skills and put them to work!

4)We fail to plan. Successful and effective fundraising begins with a plan, which needs to be based on the organization’s desired outcomes. I can hear you now—“isn’t it based on the budget?” Of course. But I want you to think bigger than your budget!

What would be possible if money were no object?

What outcomes do you most desire for your clients? What do they most desire for themselves?

Start with the answers to those questions, and reverse-engineer from there. What would it mean for your program design? Your staffing pattern? Your budget? The roles of your board, volunteers, donors, and stakeholders?

Once you’ve answered these questions, put together a budget and start working toward raising the kind of money you need to really make an impact on the social problem your organization was created to address. Every single day.



Does this feel pie in the sky? Perhaps. But I believe it’s doable. And we need to do it now.

We need to think outside the box and move beyond our traditional models of fundraising and social service delivery because the methods and models we’re using aren’t working.

President Lyndon B. Johnson declared a War on Poverty in 1964, but we have yet to move the needle on the major social issues of our time. Despite the existence of 1.5 million nonprofit organizations, issues like homelessness, addiction, domestic violence and other forms of abuse and trauma, hunger, and other serious social issues persist. When Johnson declared war on poverty, the national poverty rate was approximately 19 percent. In 2015, more than 43 million people—or 13.5 percent of all Americans—lived below the poverty line. Of these, 14.5 million (19.7 percent) were children under the age of 18. During the same year, 42.2 million Americans lived in food-insecure households (that is, without reliable access to a sufficient quantity of affordable, nutritious food), including 29.1 million adults and 13.1 million children.

In the land of milk and honey, a country where we cure diseases and invent technology, we can do better.

Your board, your volunteers, your donors, and your funders all want to do better, too. People want to make the world a better place, but most of us don’t know how—the problems feel too big, too unwieldy, for any one person to take on. Yet what Margaret Mead says still holds true:

Never doubt that a small group of thoughtful, committed, citizens can change the world. Indeed, it is the only thing that ever has.

We don’t need thousands of people to help us reach our goals—we just need a core group of fans (maybe a few hundred?) who are ready to go to the mat and do what it takes to help us provide our clients with great outcomes. As Amanda Palmer’s Kickstarter campaign demonstrated, a small group of fans (in her case, 24,833) can contribute a significant amount (she raised $1,192,793)!

Let’s stop asking people to do the least they can do. People are yearning to measure their full potential to act on behalf of the causes they care about and have more capacity than you might think. For example, every time my graduate alma mater asks me to step up, I do—because I care about the next generation of social workers. Why? Because I want to make sure that our most vulnerable citizens have people they can turn to who are ready, willing, and prepared to help. Why? Because when my family was in trouble in the early 1970s, there was no one there to help. I don’t want another family to have to face that kind of isolation, that kind of helplessness and despair. So I’m willing to give up other things to make sure that there’s a pipeline of helpers for years to come. I’m willing to bet that many of your donors have their own version of this story that serves as their motivation to give back.

Formulating a compelling vision statement is not enough. If we want to remedy the social problem our clients face, we need to create a path for actualizing our vision. We need to engage those people who really care about our mission and make room for more than their checkbooks at the table—so many of them have so much more to give than we’re asking for. It’s our job to inspire and lead them. Provide them with aspirations they can really get behind and get excited about. Figure out where—and how—to plug them in, put them to work for the cause. And for that, we need a plan!

Thankfully, fundraising is a team sport. Maximizing your fundraising potential will require the effort, support, and cooperation of every single stakeholder in your organization. For example, when I was the director of development at a community development corporation, I solicited input from staff on grant applications I was submitting on behalf of their program, which ensured that I was working with the most up-to-date information and setting realistic goals. I also had the program staff add a personal note to the thank-you letter that went out to the foundation, letting them know how much they appreciated the support. Staff also helped me organize our annual open house, our annual neighborhood tour, and other events designed to get people in the door and familiarize them with our work.

I had volunteers help prepare appeal mailings and write thank-you cards to our donors. Our board members wrote personal notes on appeal letters that were going out to people they knew and thank-you notes to those people when they gave gifts. They also helped expand our donor database by brainstorming people they believed should be supporting the organization.

Even members of our youth group helped by working on grant applications with me and writing and signing thank-you letters to foundations after we’d received a grant. Getting a letter from the youth who were directly benefiting from the grant earned us so many bonus points with the funders! The list goes on. When it came to fundraising, I asked every person I could think of to help in some way. As a result, our organization’s revenue increased from $200,000 to just under $800,000 in the span of six years, growing from one half-time and three full-time employees and a Volunteers in Service to America (VISTA) volunteer to a full-time staff of 10.

However, the only reason we were able to achieve this kind of growth was because we had a plan.

Long-Term Financial Planning

When it comes to maximizing your fundraising potential, creating annual and long-term fundraising plans are essential to success.

The first step is to assemble a team of stakeholders—preferably a mix of board members, staff, and other stakeholders who have at least some understanding of the financial and fundraising needs of the organization. Obviously, the executive director and anyone charged with overseeing fundraising efforts and bookkeeping should be involved.

Remember the pie in the sky budget mentioned at the outset of this chapter? Put one together! Determine the amount of additional revenue you’ll need to raise to reach this goal over the next five years (an increase of about 10 percent per year is reasonable). If the math doesn’t work, recalculate for seven, ten, or more years until you can realistically increase your revenue on an annual basis to reach your goal.

Now that you’ve established your pie in the sky budget, you’ll need to turn your attention to the budgeting process for the next few years. Identify the full range of your organization’s needs for the next two years in terms of its programs, operating costs, and capital expenditures. Be sure to include your pie in the sky revenue goal for that same time period! Once you’ve established the total amount of money you want to raise, you’ll need to compare it to the amount of money you have raised.

Examine the income and expenses for the past three years—this will provide sufficient data for you to identify trends. Where has the revenue been coming from? Where did it go up? Were there any decreases or losses? What about expenses? Are there costs that continue to rise at a somewhat predictable rate (ex., health insurance, utilities)? Make note of any patterns you see.

Identify all existing sources of funding—grants, appeals, donations, and events. When you’re done, there may still be some gaps between the revenue you can expect and the amount you need. If this is the case, you’ll need to conduct some grants research and identify other means of raising money. For example, you may need to start charging a fee for services on a sliding scale, or decide to invest more resources in your individual donor program. In the end, you may have to use some guesstimates to complete your short-term financial plan (budget). It may also require that you go back and adjust the number of years you’ll need to reach your pie in the sky goal.

Obviously, you’ll want to engage the board of directors in this conversation and review the pie in the sky budget with them. You may also want to incorporate this into your strategic planning efforts (see Chapter 6), so that everyone is aware of the long-term goal and what it will take to reach it—but also, what will be possible when you do!

Creating a long-term pie in the sky financial goal will also provide your donors and other stakeholders with inspiration they need to step up and join you in the fight to eradicate—or put a serious dent in—the problem your organization was created to address.

The Annual Fund Development Plan

Use your financial plan to create an annual fund development plan, which should be comprised of the following sections:

1.Financial Goals: List the total goal for the organization, as well as each program. Under each program should be a list of anticipated funds and the sources from which they will come.

2.Strategic Goals: These are goals that will support your fundraising efforts. For example, one of your goals might be to make sure that 100 percent of your board members make some kind of financial contribution. Another might be that you will discuss fundraising at each board and staff meeting.

3.Direct Mail: in this section, list each mail campaign you intend to implement, including dates and deadlines.

4.Special Events: List all special events, along with dates and deadlines.

5.Cultivation/Outreach Strategies: This section can include public events (e.g., open house, annual meeting), events you will attend that are hosted by others (ex., the local health fair), or any other strategy you plan to use to stay connected to existing stakeholders and meet new ones.

6.Communications: Your social media, e-mail, and newsletter schedules all belong in this section. If you send out an annual report, include it here.

7.Calendar: this section lists all tasks by month.

Be sure to distribute your annual fund development plan to all staff and board, to make sure everyone understands their roles and responsibilities, and to appoint one person who is in charge of making sure the plan gets implemented. Nine or ten months into the fiscal year, begin planning for next year, incorporating any lessons learned.

Here’s a sample annual development plan:

Jeremiah’s Inn

Annual Fund Development Plan 2016

I. 2016 FINANCIAL GOALS

We need to raise $984,384 in 2016.

Sources of Funds:

$764,434 of Jeremiah’s Inn funding will come from our contract with the Department of Public Health Bureau of Substance Abuse Services (BSAS).

$128,000 will come from grants

$43,600 will come from donations (including annual appeal)

$38,700 will come from program fees

$10,000 will come from the food drive

$650 will come from miscellaneous income

Total: $985,384

II. STRATEGIC GOALS

–The board of directors will achieve 100 percent giving and will collectively contribute a total of $3,500 during FY16. Each board member is expected to make Jeremiah’s Inn a philanthropic priority and make an annual gift that reflects that priority. Board members need to make their gifts by December 31 each year.

–The board will participate in two thank-a-thons—one in June (to follow the spring appeal) and one in the fall (to follow the fall appeal). Fall thank-a-thon will be held on Giving Day 2016 (December 6).

–Board members will sign the Conflict of Interest Statement at the January 12, 2016, board meeting and at subsequent meetings until all board members have signed one.

–During 2016, we will develop a monthly donor club.

–By the end of 2016, Jeremiah’s Inn will purchase a fundraising database and enter all donor information. This will allow Jeremiah’s Inn to collect, analyze, and segment donor data.

–By the end of 2016, Jeremiah’s Inn will:

—institute electronic medical records

—install a new heating system

—purchase a 12- or 15-passenger van

—replace the flooring in the second-floor bathroom

—renovate the two women’s bathrooms, located on the first floor

—replace the flooring in the common areas upstairs

—purchase 8–10 new chairs for the conference room

III. DIRECT MAIL

1.Spring 2016 Appeal

□Send out letter to existing and lapsed donors by May 20. Send one version of letter to existing donors, one version to lapsed donors. Be sure to ask people to move up the Giving Ladder.

□Check the remittance envelope to make sure giving amounts listed are correct (second gift amount listed = ideal gift).

□Create schedule of e-mails and Facebook posts for two weeks following the mail drop.

□Schedule thank-a-thon for June.

2.Fall 2016 Appeal

□Send out letter by November 4. Send one version of letter to existing donors, one version to lapsed donors. Be sure to ask people to move up the Giving Ladder.

□Check remittance envelope to make sure giving amounts listed are in alignment with the gifts being made.

□Create schedule of weekly e-mails and Facebook posts for November 7–December 31.

□Schedule thank-a-thon for Giving Tuesday (December 6, 2016).

IV. SPECIAL EVENT

At this time, we feel that we still do not have the capacity to pull off an event. We’ll revisit this next year.

V. CULTIVATION/OUTREACH STRATEGIES/EVENTS

A.Annual Meeting:

Date: May 11, 2016

Have board reach out to top donors and personally invite them to the event.

B.Open House:

Date: October, 2016

Invitations, refreshments, etc.

VI. COMMUNICATIONS

A.Collect e-mail addresses and build database:

All staff need to submit their e-mail contacts to Bhumika by February 1, 2016

Every time a staff member gets a new business card, a copy should be given to Bhumika

At each staff meeting, ask for new contact info

At all Jeremiah’s Inn events, collect contact information

B.Social media:

Post to Facebook at least three times per week (Monday, Wednesday, Friday)

Send out monthly e-news (bulleted highlights from the month)

C.Newsletter:

Send out three newsletters per year—March, June, September

Send out electronic version via e-mail

Post PDF to Facebook page and website

D.Holiday cards/end-of-year update:

Send holiday cards with end-of-year update to donors and vendors between Thanksgiving & December 31. Enclose donation envelope, but don’t make a direct ask.

Men in the program can sign the cards

E.Annual report:

Prepare annual report at least one week prior to annual meeting in May

Send electronic version via e-mail

Post PDF to website and Facebook page

Send to all funders and donors

VII. CALENDAR

For this client, we also integrated the goals from their strategic plan.

JANUARY








	Board meeting—January 12:

	Announce/discuss $3,500 fundraising goal




	 
	Sign conflict of interest statements




	Staff:

	Measure each room on the first floor




	 
	Worcester Recovery Homes Coalition meeting




	 
	Start work on Alumni Program




	Communications:

	Welcome Tracy




	 
	Send out e-news (bulleted highlights) week of January 25




	Fundraising:

	Identify donor database options




	 
	Create fundraising plan for capital projects




	 
	Grants: UPS, Country Bank, Price Chopper, TD Bank, Citizens Bank, United Bank, Wyman-Gordon, TJX, Agnes Lindsay, RH White




	 
	Start sending out food drive sponsorships






FEBRUARY








	Board meeting—February 9:

	Vote on revised bylaws




	 
	Complete name change forms




	 
	Discuss potential candidates for Golden Friends




	 
	Discuss (and establish?) board development committee




	Staff meeting:

	Review and change personnel evaluation tool




	 
	Collect contact information from staff for database/MailChimp list




	 
	Present one-page summary and schedule training on communications log




	 
	Identify staff training needs for the year




	 
	Discuss screening of The Anonymous People at Clark




	 
	Discuss program needs for space and best use of available space




	 
	Present one-page summary and schedule training on e-mail




	Staff:

	Change offices as needed




	 
	Evaluate employee salaries and benefits (Janelle, Jeff)




	 
	Keep working on alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	Create and present one-page summary on using e-mail, train as needed




	 
	Theme for social media: we love our donors and volunteers




	 
	Week of February 15—schedule meeting to start planning annual meeting and decide on newsletter content




	 
	Week of February 22—first draft of newsletter ready and reviewed




	 
	Week of February 29—second draft of newsletter ready for review




	 
	Lori to order wafer seals and labels




	 
	Send out e-news (bulleted highlights) week of February 29




	Fundraising:

	Select and purchase donor database




	 
	Grants: Walmart, Greater Worcester Community Foundation summer program grants




	 
	Continue sending out food drive sponsorships






MARCH








	Board meeting—March 8

	 



	Board:

	File revised bylaws




	 
	File name change




	Staff meeting:

	Train staff how to access benefits info online




	 
	Discuss how funding and raises, etc., work




	 
	Discuss ideas for annual meeting and potential Golden Friends




	 
	Collect contact info from staff




	Staff:

	Identify electronic medical records software options




	 
	Worcester Recovery Homes Coalition meeting




	 
	Hold first alumni program




	 
	Hold first quarterly house event




	 
	Hold screening of The Anonymous People at Clark (could use it as both quarterly house event AND inaugural alumni event)




	 
	Schedule meeting to plan food drive




	Communications:

	Week of March 7—final draft, newsletter




	 
	Week of March 14—newsletter to printer




	 
	Week of March 21—mail out newsletter




	 
	Send out newsletter via e-mail




	 
	Post PDF to Facebook page and website




	 
	Help with spring appeal




	 
	Attend meeting re: food drive




	Fundraising:

	Send out remaining food drive sponsorships




	 
	Install donor database




	 
	Work on spring appeal




	 
	Attend meeting re: food drive




	 
	Grants: Santander Bank






APRIL








	Board meeting—April 12:

	Prepare for annual meeting




	Board:

	Starting April 25, start calling current donors and volunteers, inviting them to attend annual meeting




	Staff meeting:

	Discuss plans for annual meeting




	 
	One-page summary and training on Google Calendar




	 
	Collect contact info from staff




	Staff:

	Prepare for annual meeting




	 
	Worcester Recovery Homes Coalition meeting




	 
	Alumni program




	 
	Evaluate and select EMR system




	 
	Continue working on food drive




	Communications:

	Start work on annual report




	 
	Continue working on food drive




	 
	Help with spring appeal




	 
	Week of April 18—send out invitation for annual meeting




	 
	Send out e-news (bulleted highlights) week of April 25




	Fundraising:

	Continue working on food drive




	 
	Spearhead spring appeal




	 
	Transfer data to donor database




	 
	Grants: Greater Worcester Community Foundation—Fallon/OrNda Fund, St. V’s






MAY








	Annual meeting—May 11

	 



	Board:

	Finish making calls to invite donors and volunteers to attend annual meeting




	 
	Attend annual meeting




	Staff meeting:

	One-page summary and training on OneDrive




	 
	Collect contact info from staff




	Staff:

	Attend annual meeting




	 
	Develop and send one-page summary on recovery program to agencies




	 
	Worcester Recovery Homes Coalition meeting




	 
	Alumni program




	 
	Food drive




	Communications:

	One-page summary and training on OneDrive




	 
	Work with staff to develop and send one-page summary to agencies




	 
	Finish annual report




	 
	Keep working on food drive




	 
	Week of May 23—meeting re: newsletter content




	 
	Week of May 30—first draft of newsletter ready




	 
	Send out annual report week of May 30




	 
	Post annual report to website and Facebook page




	Fundraising:

	Send out food drive letter to businesses—one to ones who have not yet given, another to previous sponsors




	 
	Grants: Aetna, Project Bread, Citizen’s Energy, Saint Francis Community Healthcare Services Letter of Intent, Fletcher Foundation






JUNE








	Board meeting—June 14

	 



	Staff meeting:

	One-page summary and training on Office 365




	 
	Collect contact info from staff




	Staff:

	Quarterly house event




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	 
	Continue working on food drive




	Communications:

	One-page summary and training on Office 365




	 
	Keep working on food drive




	 
	Design and send out food drive postcard




	 
	Week of June 6—second draft of newsletter ready




	 
	Lori to order wafer seals and labels




	 
	Week of June 13—final draft of newsletter ready




	 
	Week of June 20—newsletter to printer




	 
	Week of June 27—mail out newsletter with annual report




	 
	Send out newsletter via e-mail




	 
	Post PDF to Facebook page and website




	Fundraising:

	Spring newsletter out




	 
	Keep working on food drive




	 
	Help with food drive postcard (as needed)




	 
	Grants: Fuller, Saint-Gobain, GWCF-Fairlawn, GWCF-Hunger Fund, Avidia, Fallon Community Health Plan






JULY








	Board meeting—July 12:

	Plan thank-a-thon to take place after food drive




	Board:

	Help with food drive




	 
	Attend thank-a-thon




	Staff meeting:

	Collect contact info from staff




	Staff:

	Help Tracy with food drive




	 
	Install EMR and train staff




	 
	Revamp intern system




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	food drive!




	 
	Week of July 25—send out e-news




	Fundraising:

	Grants: Peabody, Rice, Evangelical Lutheran Church in America, Bank of America






AUGUST








	Board meeting—August 9

	 



	Staff meeting:

	Collect contact info from staff




	Staff:

	Update volunteer handbook




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	Work with Sarah to develop donor recognition system




	 
	Work with Sarah to develop volunteer recognition system




	Fundraising:

	Develop donor recognition system




	 
	Develop volunteer recognition system




	 
	Grants: Daniels, Hoche-Scofield, Harvard Pilgrim Health Care Healthy Food Fund






SEPTEMBER








	Board meeting—September 13

	 



	Board:

	Help plan open house




	Staff meeting:

	Collect contact info from staff




	Staff:

	Help plan open house




	 
	Quarterly House event




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	Open house




	 
	Week of September 19—meeting to discuss newsletter content




	 
	Week of September 26—first draft of newsletter ready




	 
	Send out e-news




	Fundraising:

	Appeal




	 
	Grants: Filene, Walmart (state), Bay State, GWCF—Community Funds, St. Francis, Thomas Anthony Pappas, Bessie Pappas






OCTOBER








	Board meeting—October 11

	 



	Board:

	Attend open house




	Staff meeting:

	Finalize plans for open house




	 
	Start planning for holidays




	 
	Collect contact info from staff




	Staff:

	Help with and attend open house




	 
	Start planning for holidays (wish list)




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	Open house




	 
	Week of October 3—second draft of newsletter ready




	 
	Week of October 10—final draft of newsletter ready




	 
	Week of October 17—newsletter to printer




	 
	Week of October 24—mail out newsletter




	 
	Send out newsletter via e-mail




	 
	Post PDF to Facebook page and website




	Fundraising:

	Week of October 3—meeting re: appeal content and schedule




	 
	Week of October 10—first draft appeal ready




	 
	Week of October 17—get Trish to review/approve appeal




	 
	Week of October 24—finalize appeal and merge letters




	 
	Week of October 31—print and mail appeals (in mail by November 4)




	 
	Grants: People’s United Community Foundation, Office Depot, Reliant, Fallon Hunger Fund






NOVEMBER








	Board meeting—November 8:

	Schedule and plan for December thank-a-thon




	 
	Discuss how board can help support holiday plans/needs




	Board:

	Please help fulfill holiday wish list(s) if you can




	Staff meeting:

	Discuss holiday plans




	 
	Discuss holiday cards




	 
	Collect contact info from staff




	Staff:

	Help with holiday cards




	 
	Get guys to help with holiday cards




	 
	Continue holiday planning




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	Send out appeal by November 4




	 
	Follow up with e-mail and Facebook campaign




	 
	Work on holiday cards




	 
	Week of November 28—Send out e-news




	Fundraising:

	Send out appeal by November 4




	 
	Work on annual fund development plan for 2017




	 
	Grants: England, Gifford, Schwartz






DECEMBER








	Board meeting—December 6:

	Giving Day thank-a-thon in lieu of board meeting




	Board:

	If you haven’t already done so, please make your annual contribution!




	 
	Attend thank-a-thon (if you can’t or don’t want to attend thank-a-thon, consider helping send out holiday cards!)




	 
	Please help fulfill the guys’ holiday wishes




	Staff:

	Continue helping with holiday cards




	 
	Continue getting guys to help with holiday cards




	 
	Continue preparing for holidays




	 
	Quarterly house event




	 
	Alumni program




	 
	Worcester Recovery Homes Coalition meeting




	Communications:

	Wish lists, gift drive




	 
	Send out holiday cards




	 
	Continue e-mail and Facebook appeal campaign




	 
	Thank-you cards, end-of-year tax letters




	 
	Week of December 26—send out e-news




	Fundraising:

	Finalize 2017 annual fund development plan




	 
	Get up-to-date list of grants from Lori




	 
	Update 2017 grants schedule








Successful and effective fundraising begins with a plan. While an annual fund development plan will help you reach your short-term financial goals, we need to engage in long-term, aspirational financial planning that will allow us to improve the social problems with which our clients struggle. Figure out what it will take for your clients to have great outcomes, and reverse-engineer from there. Determine how much additional revenue you need to raise each year to reach that goal, and then share those dreams with everyone who cares about the cause—you might just be surprised by how many people step up the plate.


CHAPTER THREE

Grant Writing with a Twist

What You Need to Know about Grants

The first thing you should know is that grants are the second most potent fundraising strategy, with fundraising from individual donors being the first.

To clarify, a grant is a gift of money that does not need to be paid back (that does not mean, however, that you’re not accountable for how you spend it!). A grant is a contract between you and the funder, an agreement to accomplish a particular goal. It is also one way in which a foundation, corporation, or government forwards their agenda. In turn, it allows you and your organization to forward your agenda.

Grants are usually for a one-year period and are not renewable. Yes, that means you need to apply all over again next year. Rather than funding the same nonprofit year after year, some foundations are shifting to funding cycles (x number of years “on,” then y number of years “off”). These vary widely—two years in a row, five years on then one year off, six years on followed by three years off, funding every other year, and so on—and even foundations that have moved to funding cycles require some sort of application or renewal process.

All grants are restricted—meaning there are limitations on how you can spend the money—it’s just a matter of degree. With some grants, you will receive a letter that indicates only that the grant is for Program X. Other grants will come with specific instructions about how the grant funds are to be used, sometimes involving a contract. Be sure to pay attention to—and adhere to!—these restrictions. Misappropriating charitable funds can ruin your credibility and reputation, turn you into a funding pariah, or land you in jail. Bottom line: never misallocate restricted funds!

For example, if the Jones Foundation gives you money to support your after-school tutoring program, do not use those funds to fill the budget gap for your summer camp program. If you run into a situation where you have too much money for one of your programs and not another, you can contact the funder to discuss the possibility of transferring the funds to the other program. If the program fits within their funding priorities, they will most likely say yes. However, don’t just assume this will be the case—ASK!

When planning or growing your grants program, it’s important to know that on average, one out of two grants gets rejected. At least that was the statistic before 2008, when the economy tanked. These days that statistic may be even more depressing, which is all the more reason for getting your grant done right!

It’s unusual to receive a grant in the amount you ask for; it’s usually less. If you need to raise $80,000 to fund your program, you are going to have to submit more than $80,000 worth of grant proposals—given the rejection rate, you may need to identify $160,000 worth of possible grants. Also, if you’re new to grant writing, you might have to submit three or more grant proposals before you get a “yes.”

To ensure your grant writing gets off to a good start and continues in a positive vein, you must make an agreement NOT to chase money! Chasing money means applying for grants that aren’t a good fit for your program or changing your program to meet the funder’s guidelines. Chasing money is rooted in scarcity thinking. Chasing money leads to “mission drift,” which is when the work of your organization no longer directly reflects its mission. This drains your organization of its focus and strength, the primary factors that attract donors to begin with.

For example, I was working with a community organizing group that was worried about its long-term financial viability. Against my advice, they agreed to serve as the lead agency for an adult learning program that had very little to do with the other initiatives on which they were working or their mission. Why? Because they thought it would provide them with the long-term revenue stability they felt they needed.

In the last year, this adult education program has not only distracted them to the point that it is undermining their ability to engage in community organizing (their whole reason for being), but the program costs were much higher than anticipated and left them with a $9,000 deficit. Since they run all the money for this program through their budget and are now showing a deficit (because they are the lead agency), it makes them look like they are financially unstable and perhaps even unsustainable. This, in turn, could impact their ability to attract the resources they need to fulfill their true mission! In the end, their chasing the money strategy backfired.

The lesson? Don’t try to be all things to all people (or all funders)—stick to your mission!

Demystifying the Lingo

As with any other field, fundraising and grant writing have their own jargon. Here are some of the common terms and their definitions:

Proposal: This most often refers to the narrative section of your grant application, but can sometimes mean the entire application.

Application: This can be a form, or it can mean the entire application package, which may or may not have multiple parts.

LOI: This is the abbreviation for a letter of intent, letter of interest, or letter of inquiry. Some foundations want you to submit a LOI prior to submitting a full proposal. In all the years I’ve been writing grants, I have seen only a handful of funders respond to LOIs. Sometimes, a follow-up call is required (but only pick up the phone if the funder permits phone calls!). If there is no response to my LOI or phone call, I usually submit a full proposal at the next opportunity.

Cover letter: This is a one-page document that provides an introduction to your application. More about its content later in this chapter.

Types of Funders

In the United States, there are three major sources of grants:

1)Government—Government grants are available at the local, state, and federal levels. The advantages of government grants (often awarded in the form of contracts) are that they tend to offer larger pots of money. The downside is that the application process, particularly at the state and federal level, can be complicated and cumbersome and the paperwork and reporting requirements onerous. That being said, these grants can be a significant source of revenue provided you have the capacity to manage the contract requirements. However, be mindful of the mood of the government, or you may find yourself going out of business.

2)Foundations—There are three types of foundations:

a)Private (or family) foundations (or trusts/charitable trusts)—There is no precise or legal definition, but usually, the funds come from a single family, usually in the form of a bequest (a gift in a last will and testament), and are normally run by family members who serve as trustees. However, some family foundations are managed by a law firm or the wealth management office at a bank. This may be the case if the family tires of providing administration and oversight or dies off.

b)Community foundations—These are designed to pool donations in one place so that the proceeds from the investment of these contributions can be used to improve the quality of life in a specific geographic area. Individuals, families, groups, businesses or other charitable institutions can establish a named fund (a fund that is in someone’s name—this is usually done in memory of someone). The fund may have a specific purpose, or may be designated for the general benefit of the community. Some community foundations also support special projects or offer other services to area nonprofits such as fund management or training. A community foundation is governed by a board of directors, usually comprised of local leaders, and is operated by professional staff. The operating expenses of the foundation are paid from the funds in their care.

The number and types of funds vary widely between community foundations. For example, the largest community foundation in the United States is the Silicon Valley Community Foundation, with $7.3 billion in assets under management and more than 1,800 philanthropic funds. This is compared to a small foundation like the Marshfield Area Community Foundation of Wisconsin, with assets of $12.6 million. Regardless of size, all community foundations share a common mission, to enhance the quality of life in their area.

c)Conversion—This type of foundation is created when a nonprofit hospital or health care system is sold to a for-profit. Since U.S. federal law requires that all nonprofit assets remain in the nonprofit sector, the proceeds of the sale are used to create a health (or a health conversion) foundation. In some cases, health funds are established at the community foundation that serves the same geographic area as the hospital did. Most health foundations adopt a broad definition of health and use their grants to improve the health outcomes for low-income, underserved, or other vulnerable populations. Experts estimate there are approximately 400 health conversion foundations in the United States.

3)Corporations—More and more corporations are creating their own foundations. They are frequently overseen by someone in the marketing or community relations department, and decisions are often made by a committee of employees. Corporate grants are fairly easy to write and range from $100 to $10,000. (Some will go higher, but not many. At present, the average gift seems to be hovering between $2,000 and $5,000.) Some corporate foundations are well-advertised; others are not. If you can’t immediately locate information on the corporation’s website, you may have to look under “about us,” “investor relations,” “community relations,” “in the community,” or other similar phrases. If you still can’t find it, look at the site map.

Even if a business or corporation does not have a foundation, that doesn’t mean you can’t get money from them! The marketing or community relations department often has discretionary funds they can use to support community-based activities. These types of donations are often made in the form of a sponsorship, but not always.



Some things to note about foundations:

□Grants range from small ($50) to significant (millions of dollars).

□Each foundation has a different raison d’être—areas of interest, populations served, geographic service area, different application forms and guidelines, different reporting requirements and processes. It can be a lot of information to manage!

□It’s best to start with local foundations and work outwards. Foundations that aren’t in your town or city are going to want to see that you’ve garnered local support before coming to them.

□Because the trustees of foundations are people, it’s important to treat foundations like you would any other donor. Engage in good stewardship, even if you get rejected. (To learn more about stewardship, see Chapter 4.)

Types of Grants

There are also different types of grants:

•Program or Project—Just like it sounds, this grant is designated to support a given program or project at your organization.

•Capital—This type of grant supports brick-and-mortar projects, ranging from something relatively small, like repaving your parking lot, to the construction of an entire building.

•Technical Development/Capacity-Building—These grants are designed to help your organization grow in some respect through the provision of training or consulting. As Baby Boomers age out of the workforce and leave nonprofit executive directorships available in their wake, an increasing number of foundations are providing this type of funding to help nonprofits fill the leadership vacuum.

•Operating—This type of grant can be used to support the general operations of your organization and is very rare.

•Seed Funding/Mini Grants—These grants provide you with funds to start something new (hence the word “seed”) or to run a pilot program. Unfortunately, many funders who offer seed funding or mini grants do not offer enough money to really help you get started. So you may have to look for multiple funding opportunities.

•Endowment—A handful of funders will provide money to seed or expand your endowment. (I know, I can hear you saying, “Endowment? WHAT endowment?!”) Like operating grants, these are rare.

The World of Grants Is Changing

The world of grants is changing rapidly. Here are some trends of which you should be aware:

□Foundations generate grants revenue through investments. As a result of the performance of the stock market since 2008, some foundations find themselves with fewer dollars to distribute. As a result, an increasing number of foundations are using vehicles like an eligibility quiz, a letter of interest/intent/inquiry, or a concept paper (covered later in this chapter) to screen organizations before they submit a complete grant application.

Another reason many foundations have moved to a multiphase application process is to reduce the number of applications they receive. Since the economy slowed in 2008 and federal and state governments started cutting their budgets, some foundations have become overwhelmed by the number of applications they receive. Moving to a multistage application process ensures that only applications that best match the foundation’s mission and meet its guidelines end up being considered.

□In the United States, we have shifted from a charity model to an investment model of philanthropy. The change occurred in the mid-1990s, when wealthy venture capitalists and owners of technology companies started investing in nonprofits, and expecting a return on their investment. Around the same time, the United Way incorporated the use of a logic model in its application.1 A logic model is a visual representation of your initiative’s activities, outputs, and expected outcomes (see the end of this chapter for an example).

Although foundations were slow to follow suit, the demand for accountability has dramatically increased since the economy slowed in 2008. Given limited resources, foundations are eager to invest in success. Therefore, nonprofits must now demonstrate they’re making a measurable difference.

Many foundations now ask you to provide a statement of need and to outline your goals, objectives, outcomes, impact, and evaluation plan. If you don’t know what these terms mean or do not have an evaluation plan in place, now is the time to act! (See the end of this chapter for a section on program evaluation.)

□There’s a movement toward online application processes and briefer proposals—sometimes, with narratives as short as three pages! These applications are usually shorter than ones submitted via mail or e-mail, and many have character or word limits. Be ready to convince potential funders of the merits of your program in powerful, concise language!

□Incomplete applications are now an automatic “no.” Many foundations simply don’t have the time, staff, or inclination to follow up with you if you’ve forgotten to include a required document or haven’t mailed the requisite number of copies. (Most online applications can’t be submitted until they’re complete). Also, incomplete proposals give them an easy way to reduce the pile of applications that must be reviewed. Be sure to follow the funder’s directions carefully. As with all things, the devil is in the details! It helps to have someone double-check your application before submission.

□Funders want to see a strong base of local support. (Remember what I said about applying for local grants first?) They also want to see a diversified funding base and a sustainability plan (this will be explained later in this chapter).

When it comes to foundations, they may be slow to change, but they do evolve over time. Some of the current trends include:

□Impact Investing—These investments are intended to generate particular outcomes. Investments can be made by individuals, families, community groups, companies, foundations, governments, or development finance institutions, and they are designed to advance social or environmental goals. Until recently, these have been more common in developing countries, but they are growing in popularity in the United States.

□Collaborative Philanthropy—This is when a number of entities pool their philanthropic dollars to tackle a single issue or invest in a particular geographic area to significantly reduce or eliminate a social problem. These philanthropists are often more willing to take risks and tackle complex problems—like poverty, climate change, or infectious disease. They seek new partners across sectors and create new models for addressing the problem at hand. Collaborators can include philanthropists, foundations, or local governments. At present, this practice is most common in North America and Europe, but it’s starting to be adopted in developing countries.

□Donor-Advised Funds—These are on the rise. A donor-advised fund is when a person or family establishes a fund at a community foundation or sets aside an investment in the wealth management department of a bank, financial brokerage, law office, or other wealth management company, then directs the fund manager how to distribute the profits each year. These funds are difficult to locate, which is why it’s important for your organization to have good visibility. If they see you doing good work in the community, they may just make a contribution to your nonprofit!

□Technology—Technology is playing a larger role in philanthropy. More foundations are moving to an online application process, more nonprofits are using crowdfunding platforms, and just about everyone has increased their use of social media. More than 75 percent of donors begin their charitable giving by checking out your organization online. If you don’t have a strong online presence, now is the time to improve and expand it!

□Hot Topics—Today’s hot topics are cities, women and girls, criminal justice reform, and public health (especially environmental health, access to care, dementia, and diabetes).

Finding Funding

The only way to identify potential funders is to do research. If you’ve ever done research, you know it can be a time-consuming and never-ending process. This is especially true with grants, as many foundations are continually evolving in terms of their grant-writing guidelines and processes. This is particularly true for corporate foundations that may change their funding priorities each year based on the changing needs of their company, the market, and society. Beyond this, some foundations suspend operations for a year or more to conduct a strategic plan, so that they may better invest their assets. Other foundations move to an “unsolicited proposal only” process, which means the foundation itself finds the nonprofits it wants to support and then invites them to submit an application. Some foundations even go out of business. For example, toward the end of 2016, the Edna McConnell Clark Foundation announced that it intended to drain its endowment by distributing approximately $1 billion in grants over the next decade.

There is a four-stage process for conducting grants research. However, before you get started with your research, it’s important to make a commitment to submitting grant applications only for well-planned programs that meet a documented need. To do anything else is a huge waste of your time, energy, resources, and reputation. Remember, funders frequently compare notes with one another!

The four stages of grant research are as follows:
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The Four Stages of Grant Research

The first stage is to identify the community need. If your program or service already exists, presumably the people who originally developed the program did their homework to identify the nature, scope, and impact of the issue or problem, as well as demographic information about the people the problem affects. It is my experience, however, that this research was often not done, and community needs evolve over time. That’s why ongoing research is important—not just to identify potential funders, but to continually hone your knowledge and expertise on the issue your organization is trying to tackle. This is often best accomplished by gathering data from both primary (from your clients) and secondary (collected by others) sources.

Once you’ve identified or fine-tuned your understanding of the community need and changed your organization’s approach as needed, you’re ready to conduct grants research. Unfortunately, there is no one repository for this information, but there are some online directories and other methods you can use to identify potential funders.

Since I live in the northeastern part of the United States, the first place I check is usually the Associated Grant Makers of Massachusetts (AGM; www.agmconnect.org) as their directory focuses primarily on funders located in New England (remember—always start local!). The other online directory I use is the Foundation Center (http://fconline.foundationcenter.org), which has a national focus. Neither database is complete—grantors must self-select to be included, so many are missing. Some grantors are listed on the AGM, but not the Foundation Center, and vice versa. There are other online directories, but these two are the most comprehensive.

Most online directories require you to purchase a subscription to access them, but neither of the ones listed above is terribly expensive. Many of the public libraries here in Massachusetts subscribe to the Foundation Directory and allow library patrons to use the database for free. Likewise, some universities with centers that support nonprofit activity also have subscriptions you might be able to access, as do some community foundations.

After you’ve logged on to the directory, use key words in the search boxes provided to search for relevant grants. Sometimes you have to play with the search terms to get results. For example, you may not find anything when you use the term “alcoholic,” but many possibilities when you use the term “addiction.” The Foundation Directory even has an alphabetized list of key words you can use, which makes searching a little easier.

Try to keep your search terms to a minimum to get the most results. For example, if you’re looking for funders who might support a local food pantry, you would enter “hunger” in the field of interest search box and your state in the geographic search box. You may have to sift through more entries than if you had used both your city and state. However, if you’re too specific in your geographic search parameters, you risk missing out on a number of potential funders. If you need additional information, the Foundation Center website has a number of tutorials on how to conduct research. You can also find one on my website: https://www.youtube.com/watch?v=g3YhUTXj-BY.

The key word search will result in a list of potential funders, each one of which has its own entry in the directory. You’ll be able to eliminate some funders right away. For example, a particular funder’s name might include their location and provide a clue that they don’t serve the particular geographic area in which you are located. The same principle might apply if a certain population is included in a funder’s name that is not the population with whom you are working (e.g., the Alzheimer’s Foundation).

Most of the time, however, you will need to go through the directory entries one by one, sifting them into three categories—yes, maybe, and no. Mark the entries that are a “maybe” or a “yes” and export them. It may sound counter-intuitive, but be sure to keep track of those that are a “no” so the next time you do research, you’ll know to eliminate them right away.

When you have exhausted the online directories, you will have a list of potential funders in hand. However, your research isn’t done! Online directories rely on the foundations themselves to provide the most recent information, and not all foundations are good about sending updates. Therefore, when possible, go directly to the foundation’s or corporation’s website and conduct a thorough review of the information offered. It may contradict what you found in the directory. (Don’t be surprised if you discover that some foundations still don’t have an online presence!)

If the funder still appears to be a good match, go to Guidestar (www.guidestar.org), an online repository of all nonprofit 990 tax forms, and look up the foundation’s records for the past three years. Note their total assets, the number of grants they made, the range of these grants, the total amount of funding they gave away, and what organizations they’re funding. This will help you determine if they’re still a good match for your program as well as ascertain the amount of money you should ask for in your proposal. (Some funders will spell this out for you; others will not.) If the funder has application forms or grant application guidelines, be sure to request or download them, and then follow them!

If you’re looking for state grants, each state has a different system for posting NOFAs (Notice of Funding Availability). Federal grant opportunities can be found at www.grants.gov.

Here are two other tricks to identify potential funders that may come in handy for you:

1)Look at who’s funding your competitors—in other words, nonprofits that are similar to yours in the same geographic area. Many organizations list this information in their annual report and post the report on their website as a PDF. You can look at it to see which foundations support them, then research those foundations to see if they might also be a good match for you. Last year, I did this for a client who runs a food pantry, and it resulted in $10,000 in new funding!

2)If you have a business journal in your area, check in with them to see if they publish an annual book of lists. This is literally a book of lists and contains a wealth of information about the area’s largest employers, banks, highest-paid CEOs, and so on. Even if the companies listed don’t have a foundation, you can approach them for a donation via their marketing or communications department. A few years ago, I used a book of lists to put together a comprehensive list of area banks we then approached to support a technology upgrade my client desperately needed. We raised $17,000 for the project, which also allowed my client to purchase ergonomic chairs for the staff and a surveillance system!

Of course, you can also use your favorite Internet search engine to research grants, but that’s a fairly ineffective way to go. You’re better off getting a month-to-month subscription to the Foundation Directory.

Grants research is an important and significant undertaking. It’s important to do it on an ongoing basis to identify new potential funders and ensure that the grant application information you have on hand is the most up-to-date.

Writing a Powerhouse Proposal

Now that you have your list of potential funders, you’re ready to start writing grants! Unfortunately, you can’t be in the room with the distribution committee, telling them about the people you’re serving and the wonderful work you’re doing. Your proposal has to do the talking for you. Grant applications that make it through the review process contain hard facts, convey a passionate (not melodramatic or soppy!) belief in the project or cause, and are written in a style that is strong, clear, and easy to read.

When you’re first writing a grant, use the Associated Grant Makers of Massachusetts’s (www.agmconnect.org) Common Proposal Form, which is very similar to that used by the National Network of Grant Makers and other such entities. The vast majority of grant applications you’ll need to complete ask for either this exact format or some variation thereof. Therefore, it makes sense to invest the time in crafting a well-written proposal that follows it.

Writing well requires an investment of time. Using the AGM format, just write, write, and write. When you’re done, put it aside for a day or two, then go back to it and edit. Again, take a break for a few days, then come back and polish. When you’re done, have a few people in the organization take a look at it to make sure it captures the spirit of your agency, its mission, and the work of the organization.

Five to eight pages in length, this boilerplate grant narrative will require an initial investment of at least 10–15 hours of your time, depending on how quickly you write, plus another 5 or more hours to edit and polish. Taking the time to prepare a boilerplate narrative will make all of your future grant-writing efforts run more smoothly and more quickly.

The Common Proposal Form is comprised of the following sections:

1)Organizational History—Provide a brief overview of your organization. Funders do not need a minute-by-minute history of your nonprofit. Just hit the highlights: When and why was it founded? What are the major milestones your organization has achieved? What other important facts should the funder know? For example, I discovered that one client was the largest provider of affordable housing for women and children in central Massachusetts. You can bet I included that in the Organizational History section!

2)Organizational Goals and Objectives (short-term and long-term)—What goals does your organization plan to achieve now and in the future? If your organization recently conducted a strategic plan, include those goals here!

3)Programs and Services—Briefly describe your organization’s programs and services. If you have more than 3–5, a bulleted list with 1–2 sentences describing each program and service will suffice.

4)Organizational Structure—Describe who’s on your board. Are they elected or appointed? How often do they meet? What committees exist? What contributions do they make to the organization? Some applications have special board forms, so it’s handy to have a list of your board members, their racial identity, their employer, the name of their hometown, and the date their term began and is due to end.

What about your volunteers—how many do you have? Who are they? What do they do? How does that make a difference for the people you serve? For your organization? For example, one of my clients saves $400,000 in staffing costs each year as a result of jobs done by volunteers! That is certainly worth noting when discussing the organizational structure.

Finally, discuss your staff—for the purposes of the boilerplate, just list key staff and the highlights of their educational and professional backgrounds. Some applications will require biographical sketches or resumes, but you don’t need to worry about that at this stage.



The following items are the core of your grant narrative:

5)Description of Program/Project—This is your opportunity to go in to some depth about the program, its purpose, structure, participants, etc.

6)Description of Need (also called a needs statement)—This is the most important section of your grant, because it provides the rationale for your work! Funders want to know:

•What is the nature and scope of the problem or issue you’re addressing?

•Who does the problem affect and how does it affect them?

•How do you know this is a problem?

•What is your approach?

•What research supports your idea?

•How does your strategy or approach differ from others. For example, if you’re tackling hunger, and your approach is to have a community farm, why did you pick a community farm instead of a food pantry, soup kitchen, or other strategy?



Be sure to include relevant data to back up your assertions.

Here are two needs statements that I’ve prepared for clients. The first is for Abby’s House, a nonprofit providing shelter, housing, and advocacy to homeless women; the second is for the Nutrition Center (food pantry) at Jeremiah’s Inn:

Abby’s House Statement of Need

Note: this statement of need is rather long. In some instances, I would edit it to meet funder’s word or character allowances.

Over the past decade, the monthly rental rate of a two-bedroom apartment has increased by 55 percent. At present, fair market rent for a two-bedroom apartment in Worcester County is $975 per month, and nearly $1,200 for a three-bedroom apartment. The high cost of living in Massachusetts means that an individual must earn $18.56 per hour to afford even the most modest two-bedroom apartment, in contrast with the mean renter wage, which is $12.48 per hour. A minimum wage earner in Worcester would have to work 93 hours per week in order to afford a two-bedroom apartment, or 111 hours per week for a three-bedroom apartment.2 Many minimum wage jobs are part-time or temporary and the people in them are the first to be laid off when the job market tightens. Given that women still earn only 74 percent of what men are paid, even women in higher-paying jobs are at higher risk for homelessness than men.

When combined with a plummeting economy and shrinking job market, it is no surprise that the homelessness rate—particularly for women and mothers—is skyrocketing. In the past several years, there has been a 40 percent increase in homeless families living in state-supported emergency shelters. During a recent survey, more than 1,300 people were staying on the street, in an emergency shelter, transitional housing or emergency motels in Worcester County. It is estimated that on any given night, at least 3,000 people in families with children are doubling up in housing because they lack a home of their own. Shelters across the county are struggling to meet the demand. Between 2010 and 2011, the average length of stay at the Abby’s House shelter has increased from 11 to 33 nights. In 2012, we found that some women needed to stay with us for a number of months before they were able to obtain a job and/or suitable housing.

In Worcester alone, there is a need for an additional 12,000 units of subsidized housing to accommodate all eligible residents. The Worcester Housing Authority has an eight-year waiting list and has stopped accepting applications for single-room units. With the current government deficit, it is unlikely that more units will be produced in the near future. Local community development corporations can fill some of the gaps, but their housing production is focused primarily on first-time homebuyer properties rather than rental units, and other local agencies that provide housing are either at capacity or do not accept women with children.

The crux of the problem is that the number of people in need of low-income housing subsidies far exceeds the number of units available. When women have been displaced from their housing because they have not paid their rent or utilities, obtaining replacement housing that is decent and affordable can be difficult. Having already lived doubled-up with family or friends or in their cars, women come to Abby’s House having exhausted all their resources. Beyond housing issues, women come to us as a result of:

Mental Health Issues:

□Inappropriate discharges from psychiatric units and substance abuse rehab programs.

□Low-quality and/or inconsistent support for emotional trauma, chronic mental illness.

□Changing healthcare professionals, which makes consistent forward movement difficult.

□Symptoms of PTSD and depression, obstacles to healthy routine.

Economic Struggles:

□Inadequate income to afford safe, decent housing.

□An unexpected expense that pushes their budget over the brink.

□Choosing to pay for food, child care, transportation, or other necessities instead of rent, which can lead to eviction.

Emotional Crises:

□In recovery from substance abuse, recent release from detox, waiting for a bed in a rehab program, or recent completion of program and in need of permanent housing.

□Struggling with acute or chronic emotional issues such as PTSD, bipolar disorder, depression, trauma, etc.

□Current living situation endangers self, children, sobriety, or emotional well-being.

□Domestic violence.

The Way in Which Abby’s House Addresses These Needs

Homelessness isn’t just about not having a place to live—it impacts an individual’s social, emotional, medical, developmental, educational, and occupational status as well. In Massachusetts, approximately 95 percent of homeless families are comprised of a single mother and several young children, usually under the age of 10. Homeless women and children demonstrate higher rates of mental health issues and problem behaviors, have poorer developmental and health outcomes, and over the long run, suffer from a lack of educational, vocational, and economic success, which places these women and their children at continued risk for homelessness. At Abby’s, we strive to put an end to this cycle by providing shelter, housing, and advocacy.

Founded in 1976, Abby’s House was among the first shelters for homeless women and children in the United States. In the past 36 years, we have helped more than 12,000 women and children move beyond the chaos of homelessness and regain their footing on the path to independence. With 78 units, Abby’s House is Worcester’s largest provider of affordable housing specifically designed to meet the needs of low-income women and children and is one of only two family shelters in central Massachusetts that accepts women who are not on welfare, allowing us to serve women in all circumstances.

Our volunteer-run emergency shelter provides housing 24 hours a day, 7 days a week to approximately 200 women, mothers, and children each year who are experiencing an emotional crisis, economic difficulties, or unemployment; are escaping domestic violence; or lack safe, affordable housing. Women are referred to us from a large network of agencies, including Community Healthlink, Daybreak, AdCare, Department of Transitional Assistance, area shelters, and people in the community who are familiar with our services.

Abby’s House operates 78 units of affordable housing in three buildings and provides support services to all of its guests and residents. There are 7 two-bedroom apartments for women and children at 77 Chatham Street, 16 single-room units (SROs) at 19 Crown Street, and 55 SROs at 52 High Street, Worcester. We believe that our residents must play an active role in planning and executing their own success. Therefore, each resident is assigned her own advocate, who helps her identify her goals and develops an individualized service plan to help her reach them. Residents must pay 45 percent of the total operating cost of each unit; donations and grants fill the gap between what the residents pay and what it costs to operate it.

Food services are available to all guests; we provide more than 10,000 nutritious meals each year. Many of the women we house are in need of and make use of our domestic violence services. Guests also have access to the women’s center, thrift shop, and financial literacy program, which provide them with the services, support, and tools they need to stabilize and improve their lives. The Annette Rafferty Survive to Thrive Fund provides women with grants or loans to cover unexpected costs, advance their education or job training, or take advantage of an opportunity to achieve their goal. Through community education, our website, newsletter, Facebook page, and publications, we inform and train the community about important issues like homelessness, women and poverty, PTSD, domestic violence, etc. Abby’s House is run by 10 full-time and 9 part-time staff members, supported by a cadre of more than 250 volunteers and interns, who save us more than $440,000 in staffing costs each year. Our board is comprised of 18 individuals; a board list is enclosed.

Jeremiah’s Inn Statement of Need—Food Pantry

Note: this statement is short because most of the funders supporting the food pantry are corporate foundations, which tend to have shorter grant applications.

Did you know that the prevalence of hunger in Worcester is twice that of the Commonwealth? Among children the situation is even more dire, with 30 percent of the city’s children living in a household that struggles to meet its basic food needs.

Hunger and food insecurity have negative consequences for children, their families, and our community. Studies link hunger to poorer health outcomes, higher rates of chronic illnesses and asthma, lower birth rates, increased obesity, decreased or delayed cognitive ability, and higher rates of anxiety and depression. Hunger and food insecurity also contribute to higher rates of absenteeism from school and work, lack of concentration, and lower test scores. Children who go hungry or live in a food-insecure household also have higher rates of behavioral problems. Families that experience hunger experience higher rates of homelessness and reduced economic opportunities.

Worcester Public Schools recently began providing free breakfast and lunch to all students because of the high poverty rate among the student population. Improving access to healthy food is one of the city’s top priorities in its Community Health Improvement Plan, which was formulated based on local health data and indicators. A food desert is an area where residents lack access to healthy, affordable food. The two highest need areas in the city—the most prominent food deserts—are within Jeremiah’s Inn’s service area. Clearly, hunger and food insecurity are issues that need to be addressed.

At the Jeremiah’s Inn Nutrition Center, we believe that the opposite of hungry is not simply full, but healthy. After all, “we are what we eat” and the quality of our life depends a great deal on what we feed ourselves. The nutrition center houses one of 29 food pantries in Worcester. We serve residents from three contiguous zip codes—01610, 01603, and 01602—which encompass some of the city’s poorest neighborhoods.

7)Activities and Timeline—What activities are part of your program? What is your model of service delivery and the timeline?

8)Goals and Objectives for This Request—List your program goals (statements about what you want to achieve) and your objectives (the specific, measurable steps you’ll need to take to achieve your goals).

How will this grant strengthen the organization, address the issue, make improvements, and help you achieve success?

9)Evaluation—This is the second most important section of your grant. Increasingly, foundations are including an evaluation section as part of the application process. Funders want to know:

•The anticipated outcomes for your clients and the impact your program or service has on the community.

•The indicators (signs, benchmarks) you’ll use to measure your progress toward your goals.

•Your evaluation method (a pretest/post-test, intake and exit interviews, focus groups, etc.) and timeline.



That’s a lot to cover in five to eight pages, right? That’s why it’s so important to give yourself plenty of time to write, edit, polish, and perfect!

In addition to the above, sometimes funders ask for any—or all—of the following:

□Executive Summary—This is one page (be sure it’s the last page you write) that includes information about who you are, what you’re proposing to do, and the cost. Some funders require this, others require a cover summary instead, some require neither. Sometimes, it is the only document the review committee reads!

□Grant Request—This is one paragraph summarizing the request, proposal contents, and rationale. This is a great place to echo the funder’s language and establish linkage with their funding priorities. For example, you are approaching the Fred Harris Daniels Foundation, which is “a family foundation supporting sustainable, creative solutions to Worcester’s most pressing social challenges by funding programs and institutions that help people become more self-reliant in their lives and communities.” In your grant request, you want to echo their language, pointing out the ways in which your program is sustainable or creative, the ways in which it addresses a pressing social challenge or leads to increased self-sufficiency.

□Sources of Support—Funders often want to know about your other sources of funding. What resources have you received? Where do you have applications pending? To which other foundations do you intend to apply? What other fundraising strategies do you use, and what are the anticipated outcomes?

Funders also usually want to see some combination of the following documents:

□IRS letter confirming your tax-exempt status—also referred to as the 501(c)(3) letter

□A list of your current board members, with varying degrees of detail

□The board-approved organizational budget

□Your program budget

□Most recent audited financials and/or your 990 tax form

□Year-to-date financial statement

□Other: resumes, bio sketches, memoranda of understanding (MOUs), organization charts, letters of support

It is helpful to keep 5–10 copies of each attachment handy so you don’t have to print out copies every time you have a grant due. You can store each document in a separate file folder in an upright file storage system on your desk for easy access. You’ll also want to have electronic versions of each document on your computer’s hard drive.

Once you’re done writing your narrative, take a few days off, then go back and polish and whittle it. Ask others for their feedback, as well. Soon you’ll have a complete grant narrative that’s ready for submission!

There are two sample grant narratives at the end of this chapter.

The Cover Letter

Unless it’s an online application or the funder forbids it, always include a one-page cover letter. Although foundations are entities, they are run by people. Use the letter to establish a connection and provide good stewardship. Items to include in this letter are:

□A reference to any recent communication

□The name and a very brief description of the program or project you want them to support

□The amount of money you are requesting

□The outcomes and benefits of your program

□The name and information for the contact person (for example, your director of development)

□An offer to provide additional information

This letter needs to be signed by the executive director, because it signals that he or she is aware of and authorizes the application on behalf of the organization.

The Concept Paper

The concept paper, sometimes also referred to as a preliminary proposal, is another method used by foundations to screen potential applicants. Requiring a concept paper helps foundation staff eliminate ideas that are not likely to get funded and can provide a basis from which the staff can have a discussion with the potential applicant.

The concept paper varies in length but is rarely longer than three pages. It traditionally includes five elements:

1)Introduction—This is your opportunity to capture the interest of the funder. Include information about your organization, the program you want funded, and how the mission of your organization lines up with that of the foundation (use their language!).

2)Purpose or Problem Statement—Outline the problem or issue your program will address or the need your project will meet. Provide data to back up your assertion that this is an important problem that deserves attention.

3)Project Description—In this section, you need to outline your solution to the problem. Note your experience and expertise in this area, as well as why you are uniquely qualified to tackle this problem. Include any distinctive or innovative aspects of your approach as well as a brief overview of the program’s goals and objectives.

The project description also includes an overview of the project’s methodology (this is also called project activities and timeline). The goals, objectives, and activities need to align with one another and be accomplishable in the time period allotted.

4)Evaluation—Briefly state your anticipated outcomes, impact, and indicators, and how you plan to measure your success.

5)Budget—State the resources you will need to carry out the project. Some foundations require a detailed budget; others simply want to know the total amount you’ll need to raise.

Tips—and Twists—for Success

Here are some general tips for writing good grants:

□Communicate clearly (and concisely) who you are, what you do, how you do it, and why the funder should support your cause. Identify and broadcast your niche and strengths. Prove that your organization is the best one to carry out this project or program by demonstrating that you have a proven track record and can produce results.

□Focus on the problem and the impact on the people you serve, positioning your agency as the vehicle through which change happens. Remember—philanthropy is a heart-centered activity, and philanthropists want to help people.

□Be a storyteller! Many people feel overwhelmed by today’s social problems. Issues like homelessness, addiction, and domestic violence can feel too big to tackle. Telling stories helps break the problem down into manageable bits and helps potential funders connect to the people you’re serving. Be sure to emphasize your program’s benefits to your clients and its outcomes in the community.

□When writing, keep your audience in mind. Most foundation grant review sessions are held after work, so most of the people reading your proposal are volunteers who may have already had a long day. They will have most likely just eaten before sitting down to read your grant application, and thus may slip into a carb coma.

To keep them awake—and interested in what you have to say!—avoid jargon, and use short words, shorter sentences, and shorter paragraphs. If you can say it in 5 pages instead of 8, please do so. Also, be sure to leave plenty of white space and use a sans serif font in a size no smaller than 10 to give the readers’ eyes a rest. Consider using 1.5-line spacing as well. A happy reader is one who is more inclined to say “Yes”!

□Did you know that you only have seven seconds to capture someone’s attention? Be sure to start and end your grant narrative with a bang, and punctuate your proposal with action words.

Please don’t start your grant narrative with something like, “We are pleased to submit this grant application to Foundation X to support our food pantry.” Remember that carb coma I told you about? Well, your reader is now asleep! Instead, try something like, “Did you know that the prevalence of hunger in Worcester is SIX times that of the Commonwealth? That means one in three children live in households unable to meet their basic food needs.” End with something like, “A $5,000 grant from Foundation X will ensure that fewer children go to bed hungry tonight.”

□Find—and use!—your voice. Remember, you are trying to connect with people (and their hearts!) through your proposal. They are more likely to make that connection when you write from an authentic and honest place.

Grant applications are not academic papers. Writing a grant is more like writing a letter or persuasive essay to a single person, or a small group of people. (That is, after all, exactly what you’re doing!). Use the first and second person, not the third, to create a sense of intimacy.

□Use headings and bullet points to guide the reader through the proposal and demonstrate that you’re adhering to the guidelines. For example, if the funder has asked you to outline your goals and objectives, create a heading called “Goals and Objectives.”

□Be bold! Unless it’s forbidden, use photos, graphs, pull quotes, and infographics to break up the narrative. Using visual aids like these helps reinforce the words and also accommodates visual learners.

□Submit testimonials, articles, support letters, and before and after photos to reinforce your narrative (provided they are allowed). When I worked for a community development corporation, I would include a map of the neighborhood in which we worked whenever I could. Each one of our projects was marked with a white dot with a number in it, which corresponded to a photo at the bottom of the page. That way, viewers could get a bird’s-eye view of the impact we were having on the entire neighborhood and see what each project looked like. This map was a huge hit! Sadly, I no longer own a copy of it, so I can’t share it with you.

□Please, for the love of your readers, use the spell-check feature on your computer! There is absolutely no excuse for misspellings or typos!

□Number all pages and put your organization’s name in the footer of each page. You may also want to include the agency’s logo to reinforce your brand. You never know when a copier mishap or other accident could scatter the pages of your application! You want the staff to be able to reassemble your application correctly and with ease.

□Submit the application early. Sure, like every other grant writer, I’ve been in a car speeding down the highway, stapling together copies of grant applications as my boss drove like a woman on fire to get to the foundation by 5:00 p.m., but that’s no way to live! It’s also a recipe for mistakes and rejection.

Good grant writing requires time. Do yourself and your organization a favor and give yourself the time you need to prepare an excellent application and submit it early. That way, the funder has time to review your application and let you know if you’re missing something. Also, because hardly anyone submits their application ahead of time, you will stand head and shoulders above the crowd.



Although an increasing number of funders are moving to an online application process, many still require that applications be submitted by mail. When it comes to packaging and submission, neatness counts! Be sure to prepare the grant application in accordance with the funder’s guidelines. You don’t want to go to all that effort just to have your application rejected because you forgot to include three copies of everything!

Rejection Is Inevitable

Grant writers need to develop a thick skin. The industry rejection rate is upward of 50 percent, which means you’re going to hear “no” more frequently than “yes.” Sometimes, the funder will provide you with an explanation; other times, they won’t. Even when you do get a “yes,” the grant is usually for less money than you requested.

The top three reasons for rejection of a grant application are:

1.The nonprofit marketplace is overcrowded. In the United States, there are more than 1.5 MILLION nonprofits—and that doesn’t include religious institutions! Growth in the nonprofit sector has led to increased competition for fewer philanthropic dollars.

2.The grant request falls outside the funder’s guidelines or interests. This means that your program doesn’t match with their mission or interests and should never have been submitted in the first place.

3.The applicant didn’t follow the instructions. Remember what I said about the devil being in the details?

The kicker is that reasons 2 and 3 are completely avoidable! There is absolutely no reason to submit an application to a foundation whose mission or interests are not in alignment with your program. Ditto with not following the directions. Why go to all the work of writing and submitting an application, only to have it rejected for reason 2 or 3? Please don’t waste your time, energy, resources, and reputation like this!

Other reasons that foundations reject applications are:

□Lack of clarity—This means the funder can’t understand what you’re proposing to do. This could be a result of poor writing, not giving yourself enough time to explain things clearly, a poorly planned or ineffective program, or something else. If a funder can’t determine what it is you’re proposing to do with their money, they will send you a rejection letter.

□A badly written proposal. I hate to say it, but I have seen more than my share of these while serving on distribution committees. Grant writing takes time. The more time you give yourself to write a sound proposal, the better your chances of getting a grant. If you want to improve your writing, consider taking a class in persuasive writing or joining a writers’ group.

□Lack of data, a weak or vague statement of need, a poor evaluation plan, or lack of evidence that you’re making a difference. Donors and funders need to see evidence of the impact you’re having. Evaluation is here to stay. So if you aren’t already evaluating your programs, now is the time to start.

□Over-ambitious, overly optimistic, or generally unrealistic proposals. Funders can smell a fake a mile away. Please don’t make things up or make promises you can’t deliver. Remember, it’s always best to under-promise and over-deliver. That being said, setting the bar a little higher each year is a good idea. You want your organization to continue to develop and grow, but you also want to fulfill the agreement you made with your funders!

□The program is based on an untried or risky approach. Most foundations are traditional in nature and not inclined to invest in approaches that haven’t yet been proven to work, particularly given that most projects are working with people in one way or another. This is not to quash your desire to innovate or experiment. If you want to try something new or different, you’ll need to supply a solid rationale, methodology, and evidence that supports your novel approach.

□Poorly constructed budget—it’s either too high, too low, or program costs are unrealistic. When putting together your budget, use real numbers based on historical financial data. If you are applying for funding for a new program, do your best to construct a realistic budget based on projected costs.

Improving Your Odds

While rejection is part of the grant writing experience, there are a number of things you can do to increase your chances of getting funded:

1)Start with local funders. Funders who are not in your immediate geographic locale want to see that you’ve garnered local support before you approach them.

2)Avoid fishing expeditions! Don’t just send 100 copies of the same proposal to 100 funders in the hopes that a few will send you a check. Submit grant applications focusing on one program that are tailored to each funder’s specific guidelines.

3)When possible, talk to a funder staff member before submitting your proposal. Note that not all foundations have staff. Also, before you call anyone, make sure it’s allowed.

4)Take your time. Slapdash proposals will pale in comparison to those that are given proper attention.

5)Make a realistic ask. No funder wants to be the sole investor in your program. In general, a single funder will provide you with 10–15 percent of your budget.

6)Show the funder how their grant will help leverage additional funding. Sometimes this is as simple as saying “a grant from Foundation X will help us leverage additional foundation funding.”

7)Get advice from seasoned grant writers. In North America, there is an organization with many chapters called the Association of Fundraising Professionals (AFP). Someone from an AFP chapter near you might be willing to review your grants or serve as a mentor or coach. In Massachusetts, there is also a group called Women in Development. There are likely similar organizations in other places as well.

8)Have a sustainability plan in place. Today’s funders want to know that you are looking beyond this fiscal year. After all, they have limited funds to distribute and want to be sure they’re investing in programs that will still be here three years from now. A sustainability plan doesn’t mean you know where every last penny is coming from. It means you have a team of people at your organization who are paying attention to fundraising—not just today, but also tomorrow.

Your sustainability plan can be as simple as, “We have a full-time director of development who has been with us for X years and has Y years of experience. As part of her duties, our director conducts ongoing grants research to identify new sources of funding.” Add a sentence or two about each of your other fundraising strategies, such as your individual donor program, special events, and so on. The point is to make sure the people reading your application get the sense that you have a sound approach and a sensible strategy for achieving your goals.

9)Don’t assume the people reading your proposal have a clue about your agency, the problem you’re trying to solve, or the people it’s affecting. Do your homework—know your program, the issue, and the solutions. Be your own expert. Get—and give—good information.

10)Ask for feedback from the funder, but don’t be surprised if you don’t get it. The staff person charged with writing the rejection letter may or may not have been given the reason that your application was declined. Unless the foundation forbids phone contact, however, it can’t hurt to make the call.

11)Compare your application to that of someone who got funded. You might be surprised how many people will say “yes” to this request, and it will provide you with a wealth of helpful information!

12)Whether you get a grant or not, write the funder a thank-you note. After all, they did take the time to review your application. Plus, no one does this, so you will stand out from the crowd and win 1,000 brownie points in the process!

13)If you receive a grant, be sure to submit all reports in a timely manner. You don’t want to botch your chances of getting another grant from the foundation! If they don’t require a report, send a summary of what their grant helped you accomplish. Again, most organizations don’t do this, and it will put you in good stead with the foundation.

14)Clean up your website, Facebook page, and any other online outlets—the first place funders check you out is online!

15)Add the funder to your communications list and invite them to all your events. This way, they hear from you year-round and can stay up-to-date with all the great work you’re doing!

16)Be sure to have a good information management system. You’ll need a database to keep track of all those grants. It doesn’t have to be a fancy, expensive system: I use a separate Excel spreadsheet for each one of my clients. I also use Excel to organize all of the grant information I’ve collected via research.

Managing Grants

Successful grant writers are organized. They have good systems in place for:

□Deadlines for grant applications and reports (a color-coded wall calendar works well).

□Dates to send out stewardship reports—I usually send program updates to funders twice a year (use the wall calendar).

□Guidelines (store each funder’s guidelines in a separate paper or electronic folder).

□Research notes (an Excel spreadsheet works well).

Be sure to keep these systems up-to-date!

Successful grant writers also have a plan and people to help execute that plan. The good news is that fundraising is a team sport! Yes, even grant writing is a team effort. While there is typically only one person writing the grant, other staff can help put together—and implement—an annual grants plan. They can also review proposals before they are submitted to make sure everything is in order.

When I’m writing a grant for a client, I always sit down with the pertinent staff, review the grant application with them, and solicit their input in terms of what should be included and highlighted. I usually have them review the draft of the grant as well to ensure that I’ve captured the program accurately. Program staff can also provide you with stories to use in grant applications or as social media posts.
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Here are the steps to creating an annual grants plan:

1)Identify the full range of your organization’s financial needs for the next two years (program, operating, capital). Remember to connect these needs to your strategic and financial plans! Determine how much of the total revenue needs to be generated from grants.

2)Collect and review the last three years’ worth of grant data:

•To whom did you apply?

•How much did you ask for?

•Were you rejected?

•If funded, for how much?

•Look for patterns and trends.

3)Conduct research to verify that your existing funders are still likely to provide support.

4)Existing grants are rarely sufficient to meet organizational needs because costs go up each year. If that is the case for you, you’ll need to conduct more research to see if there are additional grants you can secure.

5)Once you’ve finished your research, you can finalize your master grants calendar and add it to the organization’s annual fund development plan (see Chapter 2).

6)Implement the plan!

7)Review and update the plan on a quarterly basis.

Begin the process again at least three months before the beginning of your next fiscal year.

Case Study: Jeremiah’s Inn, Inc

The Difference a Good Grants Program Can Make

Jeremiah’s Inn, Inc., is a residential social model substance abuse recovery program in Worcester, Massachusetts. It serves approximately 100 men per year. It also runs a nutrition center that houses a food pantry and serves more than 11,250 low-income South Worcester residents each year.

When Janelle Wilson assumed the executive directorship of Jeremiah’s Inn in December 2012, the Massachusetts Department of Public Health’s Bureau of Substance Abuse Services contract covered only 66 percent of the recovery program operating costs. In 2012, the Inn brought in $45,500 in grants and $5,685 through their fall appeal. The comedy show brought in an additional $2,000. Because the Inn was barely covering its operating costs, there was a significant amount of maintenance that had been deferred, and the technology was also outdated (10 years old).

When we arrived, the reputation of Jeremiah’s Inn was sagging, and there was talk at the local community foundation that they might be better off merging with another agency. What we determined was that a lack of investment in fundraising and lack of leadership had left Jeremiah’s Inn in a position where they suffered from:

□Chronic underfunding

□A small board

□A weak staff

□Outdated technology

□Deferred maintenance

We recommended to Janelle that we focus on two tasks:

1)Fundraising—grants, appeals, and other strategies

2)Strategic planning with the support and participation of the board and staff to identify and address myriad issues

We started by conducting extensive research so we could create a well-vetted list of potential funders. We conducted online research through two online grants databases and guidestar.org and did some “back door” research (we checked out who was funding their competitors!) as well. We conducted our initial round of research in March 2013 and conducted a second round in early 2015.

When we completed our research, we wrote a new boilerplate for the social model program, including statistics about addiction and its impact on families and communities, some quotes, and a client story.

We also wrote a new boilerplate for the nutrition center, including statistics about the prevalence, scope, and impact of chronic hunger and food insecurity, current food pantry data, several quotes, and two client stories.

In 2013, we brought in $219,643 in grants. In 2014, we raised $294,762 (including a one-time grant of $75,000). In 2015, we brought in $235,703. We now submit approximately 50 grant applications per year, plus 15–20 sponsorship requests for the annual food drive. We have a success rate of 82 percent, with nearly every funder providing us with 100 percent of the amount we ask for. One funder even called the Inn to ask if it was all right to double the amount they sent (from $5,000 to $10,000)!

By the end of 2013, Jeremiah’s Inn posted a surplus of $112,340. At the end of 2014, the Inn posted a surplus of $78,367, and at the end of 2015, they posted a surplus of $152,297.

What has Jeremiah’s Inn done with all this money? They have:

□Increased staff salaries

□Hired more staff

□Upgraded all technology, including a surveillance system

□Purchased new office furniture

□Painted the interior of the building

□Installed new flooring throughout the three-story structure

□Renovated all of the bathrooms

□Replaced the roof

□Replaced all 47 windows and the 3 exterior doors

□Replaced the phone system

□Repaved the parking lot and driveway

□Purchased a van

□Invested more than $100,000 in a cash reserve fund that provides the organization with a safety net

In 2017, they will:

□Purchase backup generators

□Replace the heating system

□Upgrade the surveillance system

□Paint the outside of the building

□Install electronic key pads

These changes have also been made possible through strategic planning, which we have been doing annually since 2014. Engaging the staff and board in the planning and implementation process has brought about significant improvements to the programs and outcomes.

The amount of change the organization has been able to implement in the past two years has been staggering. The Inn is moving into its next stage of development, fine-tuning its systems, adopting more refined fundraising strategies and approaches, and moving to a deeper level of program evaluation.

The Inn has the highest completion rate of all social model programs in the Commonwealth of Massachusetts and has an excellent reputation. It was recently awarded a $10,000 grant by the same community foundation that just two years ago suggested Jeremiah’s Inn merge with another nonprofit!

Writing an effective grant isn’t magic. If you take your time, follow the directions, and heed my advice, chances are, the revenue your organization derives from grants will increase. As Jeremiah’s Inn can attest, the results of effective grant writing is nothing short of miraculous!

Program Evaluation

Why Evaluation Matters

The demand for nonprofit accountability has dramatically increased since the economy slowed in 2008. Given limited resources, foundations are eager to invest in success. Therefore, nonprofits must now demonstrate they’re making a measurable difference. Foundations often ask you to provide a description of your evaluation plan, yet many nonprofits do not have one in place. This section will help you take the steps you need to get one in place.

Evaluation matters because funders and donors need to know that they’re investing their limited dollars in programs that make a difference, that you can help them fulfill their philanthropic goals, and that your organization is making a tangible difference in the lives of the people you serve. Research shows that donors who feel confident that their gifts are making a difference are more likely to increase their giving, in both dollar amount and frequency. Confident donors are generous donors!

Program evaluation helps you determine:

➢Whether—and how—you’re making a difference.

➢If you’re investing your resources wisely.

➢If there are problems with your program you need to address.

➢Which programs are poised for growth.

➢Which programs are vital to your success and which can be cut if needed.

Finally, without evaluation, how do clients have a voice?

Demystifying the Lingo

It’s important to understand common evaluation terms. These are as follows:

•Goals: Broad general statements about the desired results. You may have several program goals (e.g., provide 26 weeks of after-school programming to 125 low-income children free of charge)

•Objectives: The specific steps you take to reach your goal. These MUST be measurable! (Otherwise, it is a goal in disguise!) For example, conduct outreach with the principal or guidance counselor at the five area elementary schools the first week of school to notify them of the program, asking them to refer up to 50 students they feel most need this type of program; collect lists by September 5.

•Inputs: The resources you need to run your program (staff, space, supplies, etc.).

•Outputs: The amount of product or service you intend to deliver (e.g., 26 weeks of after-school programming for 125 children).

•Outcomes: Specific statements about how the program will benefit those who participate. Be sure to indicate the nature and degree of anticipated change! For example, 80 percent of the children who participate in the after-school program will improve their reading ability by one grade level.

•Impact: This is the difference you would expect to see in the lives of your participants, the community, systems, etc. For example, incidents of misdemeanor crime committed by youth ages 10–14 will decrease by 50 percent from September to June.

Getting Started

Successful program development and program evaluation starts backward! We need to start by asking ourselves two key questions:

1.What do we hope will change as a result of this program? And to what degree can we expect these things to change? (These are your outcomes!)

2.What do we hope will be different in the lives of the people who participate?

Every time you come up with an answer to question 2, ask, “So what? Who cares? Why does that matter?” Keep asking yourself “so what” until you can’t answer it anymore. When you’re done answering “so what,” you will have identified your impact!

Other questions you need to ask yourself include:

•What questions are we trying to answer? What are we trying to prove? (This is your theory of change.)

•What is the purpose of this program? What change are we hoping will occur as a result of participation?

•What are we doing in this program that can be measured? How might we measure it?

Collecting Data

Data is organized, factual information. Quantitative data is data associated with numbers: dollars, demographics, percentages, averages. It helps to identify trends and patterns. Qualitative data is data associated with thoughts, feelings and perceptions. It helps to reveal the deeper meaning behind the numbers.

Useful data is all around you—you are probably already collecting it (intake forms, exit interviews, etc.). To collect program evaluation data, you may be able to adapt some of the tools you already use to manage your work. Primary data comes straight from the source and is collected by you. Secondary data is data that someone else collected and assembled (e.g., a census).

There is a ton of secondary data on the Internet. There are numerous benefits to using secondary data: you don’t have to spend the time and money it takes to collect your own data; secondary data is relatively easy to find, and it’s a great way to access large datasets that can provide us with valuable information. Some of the challenges in using secondary data include not being able to design the survey, or ferreting out any bias the researchers may have had. It’s also impossible to determine the quality of the data collection process or the data itself. That being said, secondary data can provide us with valuable points of comparison.

For example, when I was working at a community development corporation (CDC) in Waltham, Massachusetts, we discovered through our outreach efforts that the Waltham census data was not accurate. In the neighborhood where we worked, we encountered a significant number of Haitian, Central American, and Southeast Asian residents, but the census indicated that the area was populated almost exclusively by Caucasian residents. This gave us the opportunity to demonstrate that these residents’ needs were not being met, as the census had rendered them invisible.

Likewise, when I worked at a CDC in Worcester, we used census data to demonstrate the significant disparity in income and education level in the neighborhoods we served versus the city as a whole. This helped us convince the city, foundations, corporations, and donors to invest in our programs and in our community.

There are various types of data you can collect. Participation data describes your clients and their experiences. It can include the number of individuals participating, the demographics of the people you serve (age, income level, race, etc.), reasons for participation, their opinions about the program or service being offered, a personal story about their experience, and their thoughts about things they feel went well, as well as things they feel could be improved or altered.

Impact data helps you understand the effects of your program on participants and the community, and can include the perceived benefits of participation; changes in their attitudes and behaviors; learning outcomes achieved; enrollment, attendance, and graduation rates; and changes to their quality of life.

Marketing data helps you determines where to conduct outreach, establish partnerships for referrals, and recruit new clients, and may include information about where and how participants heard about the program, where they get their information (e.g., newspapers, websites, Facebook, television, friends), and other programs or services they use and at which agencies.

Likewise, there are an array of tools you can use to collect data. These include admissions and enrollment records, intake forms, surveys, pre- and post-tests, focus groups, interviews, and exit interviews. Pick the tools that make the most sense for the way you run your program!

Types of Evaluation

Outcome evaluation demonstrates that the intervention (i.e., your program or service) is directly responsible for achieving the intended outcomes. It utilizes a pretest/post-test model, which is administered at outset and conclusion of the program. It allows you to measure change from start to finish, between one group and another, and from one year to the next.

For example, if you are running a cancer patient support group, you would use the same survey instrument to measure the participants’ knowledge, attitudes, and behaviors at the outset of the group and again at the end.

Using a Likert scale helps you quantify the change that’s occurred as a result of their participation. Here is a sample of a Likert scale:
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Using a Likert scale allows you to “quantify” qualitative measures, such as increases in confidence.

Using a Logic Model

A logic model is a visual representation of your initiative’s activities, outputs, and expected outcomes. A logic model asks: What is the rationale (logic) for how the intervention is expected to work?
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Logic Model

A theory-based logic model asks: What is the theory of why the program works? For example, Big Brothers and Big Sisters uses a strength of relationship measuring tool, which based on a theory of mentorship. The theory is that by pairing an at-risk youngster with a caring adult and ensuring that they have regular contact, the child’s risk factors will be reduced. The stronger the relationship, the more of an impact it has on those risk factors.

The United Way and other funders require an outcome-based logic model. The outcome-based logic model asks:

What are your short-term goals?

Intermediate goals?

Long-term goals?

When crafting your goals, select only indicators that you can measure! For example, one of Girls Inc.’s long-term goals is to increase high school graduation rate for youth. The short-term goal that relates to this is increasing quality learning experiences to prevent drop-out. The problem is that they have not defined what a quality learning experience is, and unless they are referring to out-of-school learning opportunities, it’s not something they can influence.

Steps to Evaluation

1.Define program goals and objectives—goals are broad general statements about the desired results; objectives are the specific steps you take to reach the goal.

2.Define program outcomes—outcomes are specific statements about what the program intends to accomplish. When developing outcomes, the key is to define outcomes that indicate change!

3.Select your indicators—indicators are the specific data items that are used to determine if the outcomes have been accomplished. Indicators are the variables you will use to measure the change you identified in your logic model.

4.Select or design your tools—Decide which tools you will use to collect data. Remember, sometimes you can adapt the tools you’re already using! For example, one of our clients was already doing an intake and exit interview. We simply tweaked these tools to collect the data we needed.

5.Collect, enter, collate, evaluate and report your data! You can use Excel or design a simple Access database or some other database. Be sure to be CONSISTENT with your data entry!

A Program Evaluation Case Study

One agency started a program for youth during out-of-school hours in 2009, after there was a significant spike in juvenile misdemeanors between 2:00 and 6:00 p.m. (because of the economy, more parents were out at work at that time). The agency structured the school-year program to provide elementary- and middle-school aged youth (K–8) with homework support, recreational, educational, and social activities; and provide high-school-aged youth with an opportunity to serve as mentors and tutors. During the summer, the program places a heavier emphasis on recreational and social activities.

Their program evaluation system now looks like this:

1)At the beginning of the year, they collect data on academic standing and attendance for each program participant from the local school (with which they have a close working relationship). They also collect this data at the end of the school year. Needless to say, parents have to sign release forms in order for them to acquire this data. Most of the parents do, but not all, so there are some holes in the data sets.

If the program is achieving its intended outcomes, then they expect both academic performance and attendance to improve for the majority of the students.

2)They conduct a mid-year and end-of-year survey with the students and the parents. On the student survey, they ask about what the kids like, how the program has helped them, and so on. This is mostly to collect data about ways to change or improve the program, but it also provides them with some great quotes for their grants and program literature.

On the parent survey, they ask for input about how each child has changed as a result of the program. They ask about the child’s attitude toward school, their confidence, and other personal changes.

They use a Likert scale to measure the degree of change and open-ended questions to gather qualitative data, which they also use as testimonials in grants and program literature.

3)They monitor the incidence of juvenile misdemeanor crime, which has gone down—and should stay down—as a result of these programs. (Talk about impact!)

4)The summer program conducts a survey with the kids at the end of the season. The survey is a combination of quantitative and qualitative questions.

They have one person who enters all of the survey data into an Access database. She is aided in her task by two volunteers who have been trained how to use the database. This ensures that the data is entered consistently.

They compare the data they collect on two levels:

—From the beginning to the end of each program cycle (September–June for the after-school program and July–August for the summer program), measuring changes on an individual and group level.

—Year-to-year for each program—e.g., 2015 data compared to 2014. This allows them to look at the average degree of change and measure long-term results.



This data collection provides them with compelling information about the difference these programs make in the lives of the youth who participate and has allowed them to raise enough money so they are able to offer these programs FREE OF CHARGE!

Putting Your Results to Work

You can use data to improve your programming, nip problems in the bud, make the case for expansion or replication, change your staffing pattern, promote and perpetuate your programs, and demonstrate results to your supporters—use it in grants, appeal letters, your annual report, Facebook posts, and in newsletters—thereby expanding your base of support!

Sample Grants

This is a grant I wrote for Jeremiah’s Inn. We asked for—and received—a one-time contribution of $75,000 from Center for Community Recovery Innovations (CCRI) to support capital improvements to the building. The format follows their guidelines.

1. Proposal Summary

Opened in 1982, Jeremiah’s Inn runs a 29-bed social model recovery and transitional housing program for men aged over 18 from Massachusetts who are sober, in stable medical and mental health and ready to make changes in their lives. Residents work with a case manager to develop an individualized service plan, designed to help them recover from addiction and regain their independence. Case managers meet with clients regularly to plan and manage their recovery. There is a shortage of structured, long-term recovery options for people who need support as they transition from addiction to sober living. At Jeremiah’s Inn, more than 105 men per year get the help and support they need by living sober in community. Jeremiah’s Inn is unique, as it focuses on a living recovery—the men discover sober living in a supported, structured environment, with access to professional staff who guide them. This reduces the rate of relapse significantly. Even after they have graduated from the program, the men are able to access the support groups and case management services, which eases their transition to independent sober living. Jeremiah’s Inn is requesting $75,000 in one-time gap funding for a Priority One project. We plan to make the following improvements to the Inn: (1) Replace the roofing and the railing surrounding the lower roof. (2) Regrade and repave the parking lot and driveway. (3) Paint the entryway, intake office, staff offices, library and hallways on first floor. (4) Install new flooring in staff offices on first floor. (5) Replace all windows with new, energy-efficient ones. Install bars on the first floor windows and replace three entry doors. (6) Replace heating system. (7) Replace rotting wood on exterior; prime and paint. (8) Install electronic keypads on all bedroom doors.

This project is in alignment with current CCRI objectives, as it will help preserve 16 units of affordable, drug-free housing in Massachusetts, promote recovery and successful tenancies for residents with chemical dependencies, and provide equitable services to veterans, ex-offenders, and other underserved populations, including men of low-income status and the homeless.

The outcomes we expect to achieve are as follows: (1) a new roof on the building, (2) a regraded and repaved parking lot and driveway, (3) freshly painted the entryway, intake office, staff offices, library and hallways on first floor, (4) new flooring in staff offices on first floor, (5) new, energy-efficient windows, safety bars on first-floor and new entry doors, (6) new heating system, (7) refreshed exterior, (8) electronic key pads on all resident doors. The Inn is a large house where our clients live and work together, learning how to live sober, productive lives. The Inn is their home. We want them to feel welcome and comfortable, to take pride in their surroundings. By making physical improvements to the building, we can provide a safer, more comfortable, and more home-like environment to the men who turn to us for help. Additionally, the savings on our heating bill will allow us to direct more dollars to services.

2. Applicant Qualifications and Project Management

History and Previous Renovations

Jeremiah’s Inn was founded in 1982 by a Worcester resident named John Eagan and a group of friends who wanted to do something to help homeless men in Worcester. This group of individuals raised funds to rent apartments around the city, which served as a scattered site shelter. In 1986, the former Stafford Hotel on Main Street was for sale. The volunteers who were running the scattered-site shelter struck a deal with the owner to rent the building, which had a bar and restaurant on the first floor and rooms for rent on the second and third floors. John enlisted the aid of Mark Ungerer, CEO of Flexcon, his friend Jim Coughlin, and other businesspeople to raise money to purchase the building. The Worcester Area Mission Society assisted with the funding. A crew—including an architect, engineers and others—designed a renovation and restoration for the entire building. There were many issues involved in bringing the building up to code, but the renovations were finally done and Jeremiah’s Inn as we know it today was born. While repairs have been made as needed, no renovations have been made to the building since it opened. The outside of the building was last painted in 2007.

Organizational Background and Capacity

Given that more than 65 percent of American families are impacted by addiction, chances are, we all know someone who is struggling with substance abuse. Addiction to alcohol and other drugs is a serious health problem that takes an enormous toll on addicts, the people who love them, and society as a whole, yet it is a problem that most people are unwilling to admit. The individuals who suffer from it spend years—often a lifetime—trying to deny they have a problem, even when their life is in tatters. The addict’s family often tries anything and everything to get them to stop, and suffer as much—if not more—than the addict. Addiction takes an enormous physical, emotional, and spiritual toll on its victims and affects millions of people each year, yet there is still a stigma surrounding the disease.

As detox units and recovery programs offer shorter and shorter stays and halfway houses go the way of the dinosaur, newly recovering addicts are having a harder time locating the structured, supportive environment they need to create a solid foundation for their recovery. Jeremiah’s Inn runs a 29-bed social model recovery and transitional housing program for men aged over 18 who are sober, in stable medical and mental health, and ready to make changes in their lives. Our program is open to all Massachusetts residents. Clients work with a case manager to develop an individualized service plan, designed to help them recover from addiction and regain their independence. Case managers meet with clients regularly to plan and manage their recovery. Graduates of the program are able to access support so they can transition into sober community living successfully.

There is a shortage of structured, long-term recovery options for people who need support as they transition from addiction to sober living. At Jeremiah’s Inn, more than 105 men per year get the help and support they need by living sober in community. Jeremiah’s Inn employs the social model recovery program for the following reasons:

□This peer-oriented model—in which recovering addicts work together to support one another’s recovery and sobriety—can be replicated in the community once our residents graduate from the program.

□Program participants learn from one another as they live their way into recovery.

□It is a deeply personalized model, allowing each person to contribute to a recovery environment, which is important, as we all need to feel that our lives have significance, meaning and purpose.

□This model costs far less to operate than a clinical or medical one.

□This model provides each man with the time and structured, supportive environment he needs to successfully transition from addiction to sober living. Support continues even after our residents have graduated into regular housing.

Jeremiah’s Inn is unique, as it focuses on a living recovery—the men discover sober living in a supportive, structured environment, with access to professional staff who guide them through this new world. This reduces the rate of relapse significantly. Even after they have graduated from the program, the men are able to access the support groups and case management services, which eases their transition to independent sober living.

Jeremiah’s Inn provides case management and support groups on-site and refers its residents to numerous agencies in central Massachusetts to meet their social service, educational, medical, mental health, social and recreational needs. The men are also expected to attend twelve-step programs to help maintain their sobriety.

The Inn is a large house. Residents share rooms, work together to organize and prepare meals, are expected to contribute to household chores, and are required to pay program fees. By living in community and being accountable not only to the staff but to their fellow residents, the men learn how to take responsibility for themselves and their actions. There are rules and consequences for not following them. Through on-site groups and regular interaction, the men learn to communicate, cooperate, help one another solve problems, and hold one another accountable. All of this may sound very basic to us, but for some of them, this is the first time in their lives they have had to do this.

Giving back is another way that our clients find meaning, significance and purpose in their lives—this is especially important as they start their recovery. At Jeremiah’s Inn,

□We encourage our clients to do volunteer work so they can give back to the community. For some of them, this is the way they make amends for the damage they did during their addiction.

□Our clients often go out into the community and share their experiences with community groups so that others can learn from the mistakes they’ve made in their lives.

□Once a client graduates from our program he can serve as a mentor to other people in recovery.

In each of the past four years we have served, on average, 105 unduplicated clients per year. Our clients come from diverse backgrounds. In 2013, our clients were: white/non-Hispanic (68 percent), black (15 percent), Hispanic (14 percent) and of other or mixed races (3 percent). The men we serve also present with special needs: 3 percent use a mobility aid, 40 percent have a vision impairment, 12 percent have a hearing impairment, 36 percent have mental health issues, 8 percent have had one mental health hospitalization, 31 percent have had two or more mental health hospitalizations, and 22 percent participate in a methadone or suboxone program. All Massachusetts residents are eligible for our residential program. In 2013, 62 percent of our residents came from central Massachusetts, 10 percent came from Greater Boston, 9 percent came from MetroWest, 7 percent came from western Massachusetts, 7 percent came from northeast Massachusetts and 5 percent came from southeast Massachusetts.

Jeremiah’s Inn uses Effort to Outcomes (ETO) software to monitor performance. ETO allows us to track all of our applicants. We are able to track the number of applicants versus the number admitted as well as the length of time it takes from the date of application submission to the date of admission. We are also able to track number of homeless, veteran, and ex-offender program participants.

Our most recent audited financial statement is enclosed with this application

Ownership

Neither Jeremiah’s Inn nor the project development team are controlled by minorities, women, or people with disabilities. However, the executive director and board president are both women.

Name, qualifications and résumé of person responsible for implementation, completion and success of project

Janelle Wilson, executive director of Jeremiah’s Inn, will be responsible for the implementation, completion and success of this project. Her résumé is enclosed. She will be assisted by Kevin Kieler, who is a longtime volunteer in our food pantry. Kevin has decades of experience in the construction industry. We are also receiving technical assistance and advice from Dave McMahon, executive director of Dismas House. Dave has extensive experience in renovating and upgrading old, drafty buildings and has worked tirelessly over the past several years to install energy-efficient equipment in the properties owned by Dismas House. Dismas House received CCRI funding in 2014.

Person responsible for fulfilling CCRI reporting requirements

Janelle Wilson, executive director.

Provide résumés for any other key staff and job descriptions for anyone to be hired with CCRI funds

Not applicable.

3. Project Partners

Names and financial and/or programmatic commitments of project partners or project team

We have received $75,400 to support this project: $40,000 from the Stoddard Charitable Trust, $20,000 from the Fletcher Foundation, $5,000 from the Wyman-Gordon Foundation, $5,400 from an individual donor, and $5,000 of in-kind materials and volunteer labor. We have applications pending at Saint-Gobain Charitable Foundation ($10,000), the George F. and Sybil H. Fuller Foundation ($20,000), and the Agnes M. Lindsay Trust ($5,000). We are confident that we will receive funding from all three foundations. All three foundations are utterly trustworthy and reliable when it comes to distributing grant funds in a timely manner. We anticipate receiving additional financial support from the Low Income Multifamily Energy Retrofit Program, administered by LEAN at Action for Boston Community Development (ABCD). We are working with LEAN program staff to identify the amount of financial support we will receive. The Worcester Community Action Council is serving as liaison between us and ABCD and are facilitating the process. They designated JJ Bafaro as the local contractor and Emerson Swan as the distributor.

Description of any use or occupancy restrictions being imposed

Not applicable.

Provide letters of commitment from key project partners, if any

Not applicable.

4. Detailed Project Description

Jeremiah’s Inn is a large house where our clients live and work together, learning how to live sober, productive lives. The Inn is their home. We want them to feel welcome and comfortable, to take pride in their surroundings. By making physical improvements to the building, we can provide a safer, more comfortable and more home-like environment to the men who turn to us for help. Additionally, the savings on our heating bill will allow us to direct more dollars to services. Moving from an oil system to an energy-efficient gas system will save us between 50 and 60 percent on our annual fuel costs. Additional savings will be realized by moving from steam to forced hot water and from a 70 percent efficient unit to a more than 95 percent efficient unit. During the 2012–13 heating season, we spent $22,000 on heat alone—this means we will realize a savings of at least $11,000 per year. By replacing the windows, the roof and the exterior doors, and hot water heater, we anticipate our savings will be even higher. Additionally, we are reducing our carbon footprint.

CCRI funds will be used to make the following improvements to the Inn:

□Roof: Removal of existing rubber roof and shingles and insulation on entire roof structures around building. Install half-inch EPS foam board on entire roof structure. Install new EPDM rubber membrane. Install new custom mill metal drip edge around entire perimeter of roof. Install peel and stick around entire perimeter of roof with lap sealant at both edges of tape. Install new “witch hats” at all pipe obstructions on entire roof. Install uncured tape around all other obstructions on entire roof including roof hatches, A/C units, and “dog house.” Install lap sealant and seam tape at all seams and obstructions on entire roof.

□Parking Lot/Driveway: Excavate existing parking lot and remove material from job site. Subgrade and install crushed gravel, fine grade and check with laser transit for proper pitch. Roll and compact using 5-ton vibratory roller. Install 1.5-inch base course of three-quarter-inch binder. Install 1.5-inch finish course.

□Painting: Paint entryway, intake office, staff offices, library and hallways on first floor. We received a sizable donation of paint from Nal’s Paints in Worcester. The painting was done by skilled volunteer painters during the summer of 2014.

□Flooring: Installed new flooring in staff offices on first floor. An individual donor provided funding for new flooring in the two main staff offices, which was installed during the summer of 2014.

□Windows: Install 46 white double-hung Harvey Comfort Plus vinyl replacement windows with Energy Star rated glass, half screens and locks. Install 6/6 internal grids. Sashes and frames are foam filled with insulation. Insulate and seal around all windows. Remove and dispose old windows. Install five window guards. Install three Therma Tru doors with push bars.

□Heating System: We are undertaking an oil-to-gas conversion. We will remove the two existing oil-fired boilers and replace them with Heat Transfer Products gas-fired boilers that are more than 95 percent efficient. The existing gas water heater will be replaced with an indirect type water heater that utilizes the boilers to heat the water. We will replace the existing gas-fired furnace with a new heating and cooling air handler. Remove steam radiators and replace with forced hot water heat units that are a high-efficiency, weather-responsive system. All of the pipes in the building need to be replaced, along with duct work, thermostats, and some of the electrical power and control wiring. Asbestos abatement will be done as well.

□Exterior Work: Rotted sections of water table to be removed and replaced with PVC one-eighth-inch board. Replace, prime and paint all rotted exterior window and door casings, along with soffit, fascia, crown molding, columns, outside corners, footings, outside trims.

□Key Pads: Remove existing door knobs. Install electronic keypads on all bedroom doors.

Proposed timeline:








	Project Milestone/Major Activity

	Target Completion Date




	Paint the entryway, intake office, staff offices, library and hallways on first floor

	Completed, summer 2014




	Install new flooring in staff offices on first floor

	Completed, summer 2014




	Exterior work—replace rotting wood, prime and paint

	Fall 2014




	Replace roof and railing

	Fall 2014




	Replace heating system

	Winter/spring 2015




	Regrade/repave parking lot and driveway

	Spring 2015




	Replace windows, install bars, replace entry doors

	Spring 2015




	Install electronic keypads on all the doors

	Spring 2015






Please see the enclosed Signed Statement of Handicap Compliance

Please see enclosed proof of site control (we also inserted a photo of the Inn)

Jeremiah’s Inn—1059 Main Street, Worcester, MA

5. Budget: Enclosed please find

•a budget detailing how CCRI funds will be used

•an operating budget for year one of the proposed project

•documentation of required matching funds

Additional enclosures:

•Sources and Uses Pro Forma for the project

•Letters of commitment from other funding sources already obtained

•Estimates cost for proposed improvements

6. Forms

At the front of this application, you will find:

•CCRI Applicant Summary Form

•CCRI Project Summary Form

•IRS W-9

•501(c)(3) nonprofit organization status

This is a grant I wrote for Worcester Interfaith. We asked for—and received—a $10,000 grant to support their youth employment initiatives.

2016 Community Grant Program Application Form

Worcester Interfaith

Mr. Frank Kartheiser

10 Irving Street

Worcester, MA 01609

worcester.interfaith@gmail.com

508.754.5001

Program Name

Summer Jobs for Youth/Youth Jobs Pipeline Initiative

Primary Area of Interest for this Program (check one)

Youth Development and Education

Organization Questions

Organization’s mission statement

Founded in 1993, Worcester Interfaith is a broad-based community organization, comprised of 21 member institutions that reflect the religious, racial, ethnic, and geographic diversity of the city. Worcester Interfaith combines faith values with community organizing techniques to mobilize large numbers of people to work on issues of common concern that disproportionately affect low-income, minority, and newcomer residents of the city.

Year organization was incorporated

1993

Total organizational operating budget for proposed fiscal year

$106,515.00

Describe your organization’s current programs and services.

At present, we are working on the Jobs for Youth program, which provides summer employment for up to 400 youth, ages 16–24, and places up to 100 more in year-round employment. Our new Youth Jobs Pipeline Initiative is designed to identify training and employment opportunities for low-income, minority, and newcomer youth ages 16 and up who have some work experience and are ready to take on more challenging jobs, and for youth who are looking for permanent, living-wage jobs. We have also begun to work on refugee resettlement, as there are a growing number of newcomer families experiencing distress once the government’s support runs out. We are working with Ascentria and Catholic Charities to identify ways in which Worcester Interfaith can organize congregations to support these families and leverage resources for them to transition more successfully.

Program Questions

Amount Requested

$10,000.00

Total Cost of Program

$51,127.00

Request is for fiscal year ending

December 31, 2016

Application type

Program Renewal (program that has been funded before)

Program summary: Describe the program for which this grant will be used

The Jobs for Youth program hires up to 400 youth, ages 16–24, for the summer and places up to 100 more in year-round jobs. Recruitment begins in the spring. Interviews are conducted in June and work usually begins right after July 4. For year-round jobs, we ask summer employers to recommend youth who were exemplary employees and need a job. These youth are interviewed in August and start work after Labor Day. All youth participate in 10.5 hours of pre-employment training, using the Signaling Success curriculum. Training continues throughout the summer. For students facing homelessness, poor academic performance, etc., we provide case management. The Youth Jobs Pipeline Initiative is designed to identify training and employment opportunities for low-income, minority, and newcomer youth ages 16 and up who have some work experience and are ready to take on more challenging jobs, and for youth who are looking for permanent, living-wage jobs.

Need: Describe the need/issue you plan to address

Teen employment is down from 62 percent to 39 percent. The teen unemployment rate is three times that of adults. Youth jobs are important: they’re a key part of college/career readiness, keep youth out of trouble, and improve school performance. Teen employment sets the stage for adult success: those who work more than 20 hours per week during the school year are 38 percent more likely to be employed the next year and earn 39 percent more within two years of graduation. Clearly, youth employment sets the stage for later success.

Evidence base: Describe the evidence or research that supports your programmatic approach

We studied successful youth employment programs in the United States. Our research shows that:

•Work experience for youth still in school, including paid summer jobs, improves education outcomes.

•Low-income, economically disadvantaged youth are successful in programs where they receive wages. Helping high school students prepare for a career also improves outcomes.

•At-risk youth face the most difficult challenges but benefit from models that combine education, skills, and support.

Past experience: If applicable, describe your experience delivering this or a similar program

For 10 years, we have secured funding to provide thousands of low-income, minority and newcomer youth with jobs. Since starting in 2015, we have made significant gains: in 2005, we secured $4 million and provided 80 teens with summer jobs. By 2011, we’d leveraged $8 million, providing 489 youth with jobs. In 2012, we employed 400 youth; in 2013, 363. In 2014, we secured $10 million and employed 423 youth. In 2015, we employed 373—the number went down because the minimum wage went up.

Outcomes and indicators: List your two to four most important program outcomes for this program, and, for each, the indicator of progress or success that will guide your work

Outcome #1

Amount of YouthWorks funding secured

Indicator #1

Amount of YouthWorks funding in FY18 budget

Outcome #2

Number of youth provided with summer jobs

Indicator #2

Number of youth who are hired for and complete placement in summer jobs

Outcome #3

Number of youth provided with year-round employment

Indicator #3

Number of youth who are hired for year-round jobs and stay at least three months

Outcome #4

Number of youth employed via Youth Jobs Pipeline

Indicator #4

Number of youth who are hired via Pipeline and stay at least three months

Population: Describe the population you intend to serve/impact, and the number of people

The target population for these initiatives are low-income, minority and newcomer youth. Out of the 373 youth we hired last summer, 100 percent were low-income. There were 199 female participants (101 Hispanic, 50 black, 29 white, 9 Asian, 10 other); 174 were male (79 Hispanic, 54 black, 13 white, 18 Asian, 10 other). Seventy-five percent were in middle or high school (6 percent in 12th grade, 37 percent in 11th, 34 percent in 10th, 17 percent in 9th, 5 percent in 8th, 1 percent in 7th). Thirty-seven percent were from single-parent households, 24 percent had poor academic performance, 10 percent were disabled.

Demography: What demographic information about your service population do you track?

We would like to understand how agencies in the community track and monitor their impact. If you are actively tracking your service population, check off all items that you monitor.



Age/Age Range

Education/Education Level

Ethnicity

Race

Income Level

Other: Learning disabilities, involvement with the juvenile justice system, and other risk factors

Geography: Describe where in Greater Worcester the program will be delivered

Primarily in Worcester, with some jobs in Southbridge and Webster. Jobs are at nonprofit and for-profit institutions, as well as with city government and departments.

Key Personnel: List and identify the qualifications of the individuals with program responsibility

Frank Kartheiser is our only paid staff person. As lead organizer, Frank’s job is to conduct outreach with area institutions—congregations, nonprofits, community-based organizations, schools, etc.—to identify allies and work with them to mobilize their constituents to take action on important issues, such as youth employment. Frank has been working at Worcester since 1993.

Collaborators: If applicable, list other organizations involved, and the designated program roles

Youth Jobs Coalition members include: Youth Workforce Investment Council @ the WIB, Pernet, HOPE, Regional Environmental Council, Straight Ahead Ministries, Shalom Neighborhood Center, Boys and Girls Club, YOU, Inc., YWCA, YMCA, Girls Inc., Friendly House, Youth Center, City of Worcester, Oak Hill CDC, Main-South CDC, East Side CDC, Plumley Village, Marie Ann Center, College of the Holy Cross, Coes Pond Neighborhood Association, Dynamy, Worcester Roots and Worcester Community Action Council.

Input: Indicate how the program’s target audience has been/will be involved. (Check all that apply)

Planning

Implementation

Evaluation

Explain

Youth participate in the Jobs for Youth Coalition and complete a survey at the end of each summer.

Financial and Organizational Uploads

Board List

Board List_Jan 2016.doc

FINANCIAL FORMS:

Program Budget Summary

GWCF Program Budget Summary

Organization Budget Summary

GWCF Organization Budget Summary

Financial Trends Report

GWCF Financial Trend Report Form

Memorandum of Understanding/Fiscal Sponsor Agreement

N/A

Progress Report

If you received funding from us in the past year for the same program, you are REQUIRED to submit a progress report here.

Self Eval for All Grants_Sept 2016

Optional Attachments

You may choose to upload supporting documents. See instructions for details.

GWCF_Additional Info Youth Jobs_Sept 2016.docx

Electronic Signature

Electronic Signature of the Executive Director or President/Chief Executive Officer

Frank Kartheiser, director


1. The United Way is a nonprofit that uses a system of volunteers, contributors, and local charities to help people in their own communities. United Way Worldwide is engaged in nearly 1,800 communities across more than 40 countries and territories. The organization focuses on creating community-based and community-led solutions that strengthen the cornerstones for a good quality of life: education, financial stability, and health.

2. National Low Income Housing Coalition, 2008.




CHAPTER FOUR

Dollars from Donors

When it comes to fundraising, the number one return on your investment of time and money is individual donors, who account for 80 percent of all the charitable contributions in the United States. Of those making contributions, 85 percent earn $50,000 or less per year! On average, 7 out of every 10 Americans give to charity, supporting between 5 and 11 organizations each. This is excellent news for your organization because it means that there are many charitably inclined people living in your community!

Most nonprofits believe that fundraising is all about raising money. It’s not—fundraising is primarily about building and deepening relationships with people who care about your cause. Do this, and the money will follow.

Many nonprofits focus solely on the bottom line (how much money they raise) and treat donations like transactions as opposed to an extension of a relationship with their donors. We don’t provide very good stewardship, either. As a result, today’s donors are feeling used, mishandled, and jaded, which is why the average nonprofit can lose up to 30 percent of its donor base each year. If nonprofits are going to thrive, these practices and attitudes must change!

Donors who believe in your mission, whose gifts have been properly stewarded, and who have been carefully cultivated are far more likely to make more than one gift per year and to increase their gifts over time. Unlike grants that are usually given to support a particular project or program, individual gifts can be applied to your budget in any way you choose. Done right, individual donor programs can provide your organization with the reliable, flexible dollars you need to fill budget gaps and ensure your long-term viability.

The challenge frequently faced by nonprofits wanting to increase their revenue from individual donors is twofold: identifying new donors and getting existing donors to increase their contributions. This challenge is compounded by the fact that many small to mid-sized nonprofits have tiny, over-extended development departments consisting of one or two people, or the executive director is juggling fundraising along with many other responsibilities. This means that most nonprofits are unable to give their individual donor programs the time and attention they require in order to thrive.

But don’t forget that 80 PERCENT of all philanthropic dollars come from individuals! According to Giving USA, charitable giving in 2015 totaled $373.25 billion—71 percent from individual gifts, 9 percent from bequests. Plus, individual giving is on the rise, to the tune of 4.1 percent between 2014 and 2015.1 While 32 percent of these funds are contributed to religious institutions, that leaves more than $248 billion up for grabs. Are you positioning your organization to receive its piece of this pie?

Another trend to note is that the United States is experiencing the largest transfer of wealth in its history, with an estimated $30 trillion changing hands over the next several decades. This is the greatest migration of wealth ever seen, as Baby Boomers pass on their assets to their Gen X and millennial heirs. Never has there been a better time to invest in your individual donor program!

Donor-Centered Philanthropy

The single most important investment you can make in your individual donor program is to engage in donor-centered philanthropy. Being a donor-centered organization means keeping donors at the center of your operations, practices, procedures, and culture, and making sure that every aspect of your organization aligns with its mission, vision, and values. Fundraising is a team sport, particularly when it comes to creating a donor-centered organization. While the executive director and board must provide the vision and leadership, every single person in the organization must embody what it means to be a donor-centered organization.

At its core, philanthropy is a heart-centered activity. I can’t emphasize this enough! Donors want to make the world a better place, but each one has their own vision for doing so. Since most donors are unable to orchestrate social change on their own, your organization could be the perfect vehicle to help them realize their philanthropic vision and goals!

Being donor-centered is about nurturing relationships. If you want someone to become a lifelong supporter, you must get to know them, identify their self-interest, and appeal to that self-interest over and over again. Donations are not transactions. They are an extension of a relationship your donor has with you, and donors expect that relationship to be reciprocal. To be successful in your efforts to raise money from individuals, you must treat your donors like people, not ATMs!

Connect your donors more deeply to the life of the organization by hosting cultivation events where prospective and existing donors can enhance their understanding of and connection to the organization, its mission, and the people it serves. Know about and acknowledge the important people and events in your donors’ lives. Communicate with them on a regular basis and provide content that’s relevant and timely.

Developing meaningful relationships takes time. It’s impossible for one or two people to maintain relationships with hundreds—or thousands—of donors! Social media and e-mail allow us to communicate with many people simultaneously, but it’s going to require the effort of many people in your organization to cultivate the number of donors you’ll need to sustain your organization over time. This chapter will highlight many donor-centered approaches to individual fundraising.

What You Need to Know about Donors

Understanding Donor Motivation

Before you start asking people for money, it’s important to understand what motivates them to give. People may give for any of the following reasons:

□Passion about the cause, issue, or population.

□A sense of obligation, feeling of good fortune, or guilt.

□They were taught to; it’s a family or religious tradition.

□The desire to make a difference—in the life of an individual and in their community.

□A sense of belonging to a community or group.

□To project a good image for themselves or their company.

□To leave a legacy and perpetuate their values.

□A response to being moved by someone’s story.

□The desire to serve as a role model or leader.

The second most frequently cited reason for donor giving is that the organization’s mission is in alignment with the donor’s vision of how they want the world to be. Your donors have needs—they want to make the world a better place but can’t necessarily achieve the change they want to see on their own. For example, I might care deeply about homelessness but feel completely helpless to do anything about it because the problem is so large and complex. But if I know of a local nonprofit that’s working to create a continuum of housing options, from shelters to affordable rental units, I’m likely to donate to the cause because they’re helping the people about whom I am most concerned.

The number 1 reason people give to charity is BECAUSE THEY WERE ASKED! It’s that simple! When it comes to charitable giving, people are led by their hearts, not their heads. People want to help. We need to feel like our lives matter and that we can make a difference. Engaging in philanthropy allows us to feel these things.

As a fund-raiser, you need to engage with and inspire people to support your cause in ever-increasing amounts by sharing stories and making heartfelt asks. The problem is that nonprofits often ask too soon or too late, or for too little or too much, or not at all! This has to do with the fact that, for many organizations, fundraising doesn’t get the time, attention, or energy it requires to succeed. Too often the focus is on the money, not on the relationships with the people who make our work possible. The primary purpose of fundraising is to build relationships with people who care about your mission. If you focus on relationships, the money will come.

The other important thing to understand about donors is that people give based on self-interest. For example, I lost my mother to cancer in 1998, but I don’t support a single cancer organization. I can’t explain why—it just doesn’t feel compelling or relevant to me. This is not to say that I don’t care about cancer. Quite the contrary! When my friend Sam was undergoing chemotherapy, I cooked dinner for her family of seven on eight consecutive Friday nights because I wanted them to be able to focus on taking care of Sam after treatment rather than worrying about what was for dinner.

On the other hand, I have a good friend who lost her sister to breast cancer, and she can’t do enough to support the cause—she volunteers, raises money, and participates in walks. She gets her family, friends, and coworkers involved too. The bottom line is that people are wired differently, and you need to respect those differences, particularly when it comes to fundraising. You’ll fare far better if you focus your energy on people who believe in your mission rather than trying to squeeze a donation out of those who don’t.

Fundraising Is Like Dating and YOU Are Always the Initiator

I can often be heard comparing fundraising to dating, and the role of the fund-raiser to that of the initiator in the relationship. Regardless of gender or sexual orientation, there is always one person who’s the initiator.

As with dating, many donor relationships start online. In fact, that’s where a whopping 75 percent of today’s donors start their philanthropic decision making. (What’s YOUR online presence like?) If donors like what they see, they will send you a signal—they might “like” you on Facebook, join your newsletter list, volunteer, or attend an upcoming event. If they don’t like what they see, they’ll move on to one of the other 1.5 million U.S.-based nonprofits or choose one of the many international giving options. That’s because, when it comes to nonprofits, what your mother told you holds true—there are plenty of fish in the sea!

Provided you do a good job of engaging them, the donor will go on a “first date” with you by making an initial contribution to your organization, but it’s unlikely that gift will be reflective of their giving capacity. To deepen your relationship with your donors, you need to take the lead in courting them. You need to provide them with opportunities to get to know you, and you need to get to know them. This is the only way you’re going to get them to move up the Giving Ladder.

The Giving Ladder

As a fundraiser, your job is to inspire people to give as generously as they can to support a cause they believe in and to do so through your organization. Your relationship with each donor starts with a single donation. How you respond to that first donation often dictates whether or not you see a second and larger one!

Once someone has climbed the first rung of the Giving Ladder, they have become a donor. Now you want them to become a habitual donor. This means they make a habit of donating to your organization. Each time you ask them for a gift, you want to encourage them to increase it. Most donors are willing to make a gift that is 10–25 percent more than the last one, provided they feel confident that their donation is being put to good use.
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The Giving Ladder

If a donor has been giving to your organization for three or more years, they’re signaling that they’re serious about their support and are usually ready to get more deeply involved. At this point, you want to ask them for a significant gift, which is just like it sounds—a gift that is meaningful and a better reflection of their capacity to give.

A significant gift is going to look different for each donor. For example, as a single mother with a child in college, my significant gift is likely to be smaller than the dual-income couple with grown children who are next on your list. Still, that doesn’t mean you shouldn’t ask me to stretch. You never know what I might be willing to do to support a cause I love.

The bottom line is this: never assume anything about your donor’s capacity or inclination. Making such a gift could mean they’ve cut back on the support they’re providing to other agencies in order to support yours at a higher level. Do not look significant gift horses in the mouth! Be sure to acknowledge that this gift is significantly higher than the last, regardless of the amount.

Once someone has habitually donated at the significant gift level, it’s time to solicit a major or capital gift. A major gift is used for a specific purpose—for example, to seed a scholarship fund—and is usually paid out over time. (The typical pledge is made over three to five years.) Likewise, a donor’s first major gift may come in the form of a capital gift, which is used for a specific bricks-and-mortar building project (e.g., installing an elevator or adding a wing to a building). Once a person is giving at this level, find ways to keep them giving at that level or close to it. This may require some imagination on your part.

Eventually, you will want to encourage your top donors to consider including your organization in their estate plans, or, in other words, including you in their last will and testament. The gift—called a bequest—can take the form of cash, a piece (or collection) of artwork, a portion or percentage of a life insurance policy or annuity, or physical property (e.g., a car or house). Contrary to popular belief, you don’t have to be rich to leave a gift to charity. Anyone can make a gift of any size to the charity of their choice in their will. Unfortunately, between 55 and 65 percent of Americans don’t have a will in which to leave a bequest!

Talking to donors about estate planning can be tricky because it requires simultaneously discussing death and money, both of which are generally considered taboo subjects. As you might imagine, you need to have fairly intimate relationships with the people you approach at this level! Offering free estate-planning workshops or kits to your top and long-term donors is one way to encourage these types of gifts. One of our clients had a growing number of older women in their donor pool, so we organized a series of four finance-related workshops on topics that were relevant to women. The workshops, held on Saturday mornings and run by a lawyer and financial planner, were well attended and resulted in several bequests being made to the organization.

When it comes to the Giving Ladder, the main idea is to move as many people as far up the ladder as possible over time. This requires excellent stewardship and cultivation, which will be discussed later in this chapter.

The Giving Cycle

In order to maximize the revenue derived from your top-tier and long-term donors, we need to follow the Giving Cycle. Given that 80 percent of your gifts come from 20 percent of your donors, I’d suggest starting with this group. In fact, I’d suggest that you invest a disproportionate amount of time stewarding and cultivating this group of donors, as they’re already contributing the bulk of your revenue from individuals.

The first step is obvious—we must identify those donors who are or could be at the significant, major, or capital gift level. Next, we must find out all we can about them. This research can be done in person—via coffee or lunch—and by analyzing your donor data, gathering information via a donor survey, and doing research on the Internet.

These days, it’s relatively easy to find out how much someone’s home is worth, approximately how much they earn per year, and other important information that might impact their giving capacity. Once you’ve done your research, review and discuss it with your fundraising team (if you haven’t got one, assemble one!) to develop a plan for cultivation and solicitation.
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The Giving Cycle

Today’s donors are sophisticated. If you contact them and ask for a coffee or lunch date, they know why you’re getting in touch. Be up-front about the purpose of your visit. If you don’t know them well and this is your first one-on-one meeting, assure them that you’d simply like an opportunity to get to know them better and bring them up to speed on the issues and challenges faced by the people who turn to you for help. If this is your second or third visit, tell them you’d like the chance to discuss an upcoming initiative with them.

While it’s the staff’s job to gather and prepare information about the donor and the initiative for which you plan to ask them for help, the actual solicitation must be made by a board member. With the exception of university giving, donors expect to be solicited by a peer who has made a similar contribution to the organization.

Once the gift has been solicited, it is the organization’s job to continue cultivating and stewarding the relationship, whether the donor gave or not. If the donor declines the request, it’s okay to ask if there is a particular reason. Their answer will help you identify the proper follow-up strategy, as well as the next steps you need to take in terms of cultivation. Only through proper cultivation and stewardship will you receive a renewal gift that is in keeping with the donor’s capacity.

For example, when I was working on an anniversary campaign with some high level donors, one family we had been sure would say “yes” declined our solicitation altogether. When I gently asked if there was a reason, they shared that their daughter had just been diagnosed with a serious, life-threatening illness, and they felt they could not make any major decisions at that time.

As it happened, the organization for whom I was working had a staff of highly qualified therapists, so I suggested the executive director follow up with the family to see what we could do to help. The donors ended up taking her up on her offer to connect them to a support group for parents with terminally ill children and to avail themselves of the counseling staff. Sadly, they ended up losing their daughter two years later. However, because the organization stayed in touch with them and continued to provide encouragement and support, they ended up making a sizable gift in their daughter’s name to fund a scholarship to the organization’s summer camp. It was a bittersweet gift but one that was meaningful to the donor and deeply appreciated by the organization.

Being donor-centered means meeting your donors where they are and accepting “no” for an answer. You never know when there’s a “yes” down the road.

Pay Attention to the Women in Your Life!

According to a study commissioned by Women Moving Millions (www.womenmovingmillions.org), North American women have the capacity to give an estimated $230 billion annually.



TWO HUNDRED THIRTY BILLION DOLLARS.



ANNUALLY!



This trend is forecasted to continue at ever-increasing rates as women earn and inherit more wealth.

Research shows that women comprise 15 percent of the Million Dollar Gift list compared to 33 percent men, 41 percent couples, and 11 percent anonymous.2 This percentage of women doesn’t take into account the strong role the woman plays in a couple’s decision making. According to research by the Lilly School of Philanthropy at Indiana University, women are either the sole decision-maker or at least an equal partner in charitable decision making in 90 percent of wealthy households. Another study conducted by Lilly concluded that woman-headed households are more generous at all income levels. The more significant role women are playing in philanthropy means we may want to revisit the way we engage with our donors.

Here are two other indicators that demonstrate the need to pay more attention to women donors:

□Single women now account for 17 percent of all home purchasers (vs. 7 percent of single men) and 1 out of every 7 repeat homebuyers.

□Between 2007 and 2012, the number of women-owned companies in the United States increased 26.8 percent, from 7.8 million to 9.9 million, while the total number of businesses increased only 2 percent during that same period, from 27.1 to 27.6 million. The increase in receipts for women-owned companies totaled $1.4 trillion in 2012, an increase of 18.7 percent since 2007.

There is a significant amount of overlap between what donors want and what women want. Given the role that women play in philanthropy, this is not surprising. As a fund-raiser, ask yourself, “What do women want?” Here are some of the answers to your question:

1.Honesty—A woman wants you to be honest with her about important matters. She wants to be an important part of your life. Women want to know the things that are going on in the life of the organization. She wants you to trust her, even when the news is not so good. When women feel trusted, they step in closer and engage more deeply.

2.To be understood—Women want to be seen and understood for who they really are. When women feel understood, they feel valued. When they feel valued—cherished—they respond in surprising and generous ways.

3.To be cared for—Women need to know that they matter to you. When women feel cared for, they are more likely to respond in kind.

4.Strength—Women want to feel the strength of an organization. Donors need to have confidence that the organization is doing right by the people it serves and that the agency has the capacity to make a difference.

5.Compassion—Women want to see that you have a heart. A big heart. A kind heart. They want your organization, including your staff and board, to be one that others look up to, respect, and admire.

6.Security—Women need to feel confident that their donation is being put to work as intended. You can provide them with that confidence by sharing success stories, data on outcomes, and your financials.

7.Loyalty—While every woman donor knows that an organization needs many people to contribute to the cause, not a single one of them wants to feel like a number, a transaction, or an ATM. As loyal as your donor is to your organization, that’s how loyal she wants to feel you are to her.

Some Notes on Donor Retention

Following up with your donors after they’ve made a gift—regardless of their gender—is crucial to retention and renewal. This means you need to provide donors with a timely thank-you note for their gift—ideally within 72 hours of receipt, but within one week will suffice.

Please don’t send out the same computer-generated, generic rubbish year after year—or worse, a thank-you e-mail! Thank-you letters or notes need to be absolutely heartfelt and preferably handwritten, particularly if the donor is among your top donors or has been giving for a long time.

Donors also need information about how the money was spent. Today’s donors care about ethics and transparency. Be sure to provide them with confidence that their gift was put to work as they intended by sending them your annual report or other updates with a thank-you note tucked inside.

Donors also need a quick and honest response to any questions they may have. It’s best to answer these via a phone call, as it gives you the added benefit of making a personal connection. Donors need and want to hear from you. Otherwise, they may lose their confidence in your ability to make a difference in the lives of the people they most want to help. Stay in touch with them—without this connection, donors can lose interest. I’ll cover retention, stewardship, and cultivation in more depth later in this chapter.

You Are a Mattress Company

When people are shopping for a mattress, what is the number one thing they care about—how many coils it has? Whether or not the coils are individual wrapped? Whether or not it’s got a pillow top? No! At the end of the day (literally!), the only thing they care about is whether or not they are going to get a good night’s sleep. Successful mattress companies know this and focus their marketing on issues like comfort, support, and deep sleep. You need to make the same distinction between features and benefits in your own marketing efforts!

You may spend a lot of time talking about the “mattresses” you’re trying to sell, when what your donors and funders care about is your agency’s equivalent of a good night’s sleep. What is it that you are doing to help your clients rest easy? And to ensure that your donors go to bed at night with a feeling of satisfaction that they’re actually helping?

It’s simple. Your clients have needs. Your donors have needs. Your agency is the link by which both groups’ needs are met. It is the vehicle through which donors are able to contribute to a cause and people they care about (satisfying your clients’ needs) and achieve their vision for positive social change (satisfying your donors’ needs). Your job is to continually connect the dots for your donors.

Your donors give to your organization because they believe it will make a difference in the cause they care about. You are their partner in changing the world, and their gifts are an investment in that partnership. Among your chief tasks is to help your donors feel connected to the changes you are making in the world, to help them feel that they ARE making a difference, and to inspire them to give again so you can continue your important work. Your donors need to be acknowledged and feel appreciated. After all, without them you’d be in tough shape!

You need to treat every donor—and every dollar—with respect and gratitude because at the end of the day, you have no idea what kind of giving that any specific donor may be capable of. I could tell you dozens of stories of low-level donors who left significant, unexpected gifts to nonprofits that “did right” by them. Perhaps you have a few anecdotes of your own you could add to the mix. Understanding your donors’ motivations and needs can help you craft more tailored, targeted approaches that will result in larger, more frequent gifts.

The Power of Storytelling

The quickest way to a donor’s heart is through a story. I know you have a million great stories you could tell! Stories that focus on themes of the underdog, a quest, journey, comedy, tragedy, or rebirth are the most powerful—stories about your clients’ challenges, triumphs, and celebrations. You need to share success stories on your website, on your Facebook page, and in your newsletter (and e-newsletter). You need to create case studies, collect testimonials, and sprinkle quotes from your clients in everything that goes out the door or over the Internet.

You’d be surprised how many of your clients WANT to share their stories with you. After all, you helped them overcome a challenge and move to a better place in their lives. They want to share that triumph with others, and let others in the same situation know that change is possible. It makes them feel good to give help and hope to others. For many clients, they feel it’s one way they can repay the agency for providing them with much-needed help. So don’t be shy about asking! Of course you need to ensure client confidentiality, but that’s easy enough to do with fictitious names and stock photos.

The other way you can inspire new donors is to interview your existing donors. Ask why they give. You will be amazed by some of the stories you hear! Like your clients, many of your donors are more than happy to share their stories with you, and those stories can serve as a major inspiration for others. Interviewing your donors will also help you get to know them better and deepen their connection to your organization—a win-win! Like client stories, sprinkle donor stories liberally across your communications!

One quick way to share stories is to create a series of story postcards. These are easy and relatively inexpensive to create. The printers I’ve used charged only $165 for 2,500 four-color postcards! Use a real or stock photo on the front and a synopsis of the story on the back. End the story with a call to action—an invitation to read the full story on your website, a request for a financial or in-kind contribution, an invitation to volunteer. Send these out at strategic points throughout the year to engage with your stakeholders. When we implemented this strategy and tracked the results for one client, donor engagement increased by 28 percent.

Storytelling is a surefire way to connect more deeply with the people who truly care about the clients who show up at your agency, looking for help. Show your donors how much you love them by sending them a heartwarming, inspirational story about the difference they are helping to make in the world. It will inspire them to love ya right back! (To learn more about storytelling, see Chapter 7.)

Be Generous

If you truly want to maximize the return on your individual giving program, you first need to demonstrate your own generosity. This may seem counterintuitive, but if you aren’t generous with your donors, then you can’t expect them to return the favor. Here are a few ways to demonstrate your generosity:

□Be generous with your gratitude. Send out timely thank-you notes, preferably ones that are handwritten. Volunteers and clients are often more than willing to help out with this task. If it’s a big gift, then they deserve a call from your executive director or board chair.

□Hold a thank-a-thon once or twice a year. Have your board call your top donors to thank them for their support, and watch what happens!

□Be generous with your time. If a donor calls or e-mails with a question, be swift with your reply. If someone wants to come in for a visit, set aside the time to meet with them. You never know where it will lead. The last time I did this, the donor handed me a check for $5,000 on her way out the door!

□Be generous with information. Donors WANT to hear from you! Newsletters, e-newsletters, special donor communiqués, annual reports, Facebook posts, and other social media vehicles allow us to communicate with many donors simultaneously. Providing donors with information on a regular basis gives them confidence that their gifts are being put to good use and inspires them to stick around and make more (hopefully larger and more frequent) contributions.

Strategies for Getting Dollars from Donors

Appeals That Work

There are numerous ways to solicit donations from individuals—personal solicitation, phone solicitation, online fundraising, text to donate software, crowdfunding, fees for service, product sales, major gift campaigns, monthly donor programs, capital campaigns, legacy campaigns, and numerous types of special events. One of the most popular—and one of the most effective—is the direct mail appeal, which is also called an annual appeal. An appeal is a communication that requests a gift from an individual, business, or group. It can take the form of a letter, video, e-mail, card—the format is limited only by your imagination and the communication preferences of your donors.

The key to a successful appeal is the use of the problem/solution format. In the opening paragraph, outline the scope, nature, and impact of the problem affecting the people you serve. Use data to support your case. I like to open the letter with a compelling sentence that gets to the root of the issue, which usually includes a startling statistic. In the rest of the letter, talk about your organization as the solution—preferably in the form of a success story or by using client quotes that support your case. End with a clear ask for funds, always encouraging people to give more than they gave last year. Sounds simple, right?

Did you know that you only have seven seconds to capture someone’s attention? It’s crucial that we communicate with our donors and prospective donors in a compelling and informative way so they act now. Here are 20 tips for constructing compelling appeals:

1.Write directly to your donors. In order to use those seven seconds effectively, you must understand your audience. If you don’t know who your donors are, you need to find out! What are their characteristics? How long have they been giving and how much? By analyzing your donor data, you can identify smaller pools of similar donors and write more personalized appeals geared specifically to them. What inspires your donors? What turns them off? An annual donor survey is a great way to find out! The feedback they provide can help you strengthen your donor stewardship, cultivation, and communications programs.

2.Keep the tone casual yet heartfelt. The letter should be intimate, as if it’s written to just that one donor. Your letter needs to come from the heart—after all, philanthropy is a heart-centered activity.

3.Write in short sentences. When you’re talking to others, you don’t talk in long, drawn-out sentences. Using short sentences in your letter helps create an intimate, conversational tone. Short paragraphs work better, too. And while you’re at it, please leave the jargon on the cutting room floor.

4.Use action verbs. Action verbs bring life to the letter and create a sense of urgency.

5.Talk about what donors get from your organization. If you’re not entirely sure, ask your board and top donors what they get out of supporting the organization. You might be surprised by some of their answers!

6.Use you and your. You can throw in us, we, and our once or twice, but mostly the appeal should be about the recipient.

7.Get personal. Use mail merge to personalize letters. Acknowledge how long the donor has been giving or have staff and board members write personal notes on their letters. Have your volunteers, board members, and clients schmooze up a storm at your event. Your guests will enjoy the personal attention, and having multiple greeters will allow you to increase the amount of “intelligence” you can gather about the participants!

8.Give your donors’ eyes a break—use lots of white space. Throw those old spacing rules out the window! If you want to have a single-sentence paragraph because that one sentence is going to make your donor stop and say “OMG,” go for it! Bullets, photos, headings, and graphs can all provide visual interest and help keep the reader engaged.

9.Tell stories. Stories illustrate your organization in a way that paragraphs of text cannot and help your donors understand the scope and nature of the problem on a human scale. Many of your clients are eager to share their stories to encourage others who are in similar situations and to give back to the agency that helped them solve their problem.

10.Consider the shapes you use. Did you know that there is actually a ratio that is most appealing to the human eye? It’s called the golden ratio or the divine proportion, and it produces a shape similar to a widescreen television or a cinema screen. It’s a rectangle, with a length roughly one and half times its width. The proportion pervades art, architecture, and nature, and it is easy for the eye and the brain to scan for important details.

11.Use color. Graphic designers have long known that color plays a major role in the success of any marketing campaign. Specific colors tend to stir certain emotions in customers, thus fostering brand recognition and motivating purchases. Here’s how 10 colors increase sales:

Red is the color of power. It gets—and holds—people’s attention, which is why it’s the most popular color for marketing. Just don’t overdo it!

Blue is what to pick when you want to be viewed as trustworthy and cool. Mix it with complementary colors for best results.

Pink is perfect for a young, female target audience. It’s fun, frilly, and totally feminine.

Yellow is a powerful color, commanding your audience’s attention and conveying a sense of confidence. However, it can go wrong easily, so be careful when you select the hue.

Green is one of the most versatile colors out there—it’s warm and inviting, and it connotes health, the environment, goodwill, and wealth.

Purple is associated with royalty, so using it lends a touch of elegance and prestige.

Gold is also elegant and prestigious, but adds an element of power purple can’t touch! In combination with purple or green, gold is a powerful color that symbolizes wealth and pedigree.

Orange is pure energy! It has powerful attention-grabbing properties. It’s fun. It’s cool. And it makes people feel as though they’re dealing with someone on the cutting edge.

Brown is a comfortable, earthy tone, lending an air of relaxation. You might want to use this one sparingly, as your appeal is designed to get your donors to take action—not relax at the beach!

Black is another versatile color that can add drama. It can be modern or traditional, exciting or relaxing.

12.Consider your font. The whole point of an appeal is to elicit a positive reaction from the recipient—and they won’t react to it if they can’t read it. So it’s important to give some thought to what font you use. At a minimum, you should use a 10-point font, especially if you have donors who are over the age of 50! Here are the top 10 fonts being used by newspapers in the United States: Poynter, Franklin Gothic, Helvetica, Utopia, Times, Nimrod, Century Old Style, Interstate, Bureau Grotesque, and Miller.

13.Forget the #10 white envelope. Consider creating something that’s an odd size or in bright colors—anything that will make it stand out from the rest of the mail in the pile a donor grabs out of their mailbox at the end of the day. Making sure your donor opens your direct mail at all is the first challenge you must overcome!

14.Show me where the money goes. Be sure to demonstrate exactly how the donor’s contribution will help create a real solution. Inform donors specifically what the funds will be used for used for and scale your ask amounts accordingly. For example, “Your gift of $250 will provide one woman with shelter and meals for one week.”

15.Break it down. Donors want to make a difference, so be clear about how their money will help do so. People feel overwhelmed by and hopeless in the face of enormous social problems such as homelessness and hunger. So be sure to maintain a human scale.

16.Wait, what is this letter about? Remember, the main point of your letter is to ask for money. Repeat the request two or three times. Start asking above the fold!

17.Create some urgency. Be sure donors know the money is needed now—include a deadline, even if it’s artificial. If you plan to use a donation coupon or donation envelope, be sure to repeat the deadline there.

18.Scale up, but not too high. Asking people to give 15–25 percent more than they gave before usually encourages them to do so and discourages them from giving any less. Use your mail merge function to include a specific donation amount with text such as, “Thank you for your donation of $50, made on (date). If you could possibly give $65 or even $75 this time, we’ll be well on our way to our goal of $10,000 by the end of the year.” Always provide the options for people to give by credit card or online, and to give each month.

19.The most important thing to keep in mind when writing an appeal letter is to do so with a full heart and a sense of purpose. When you write with love, you inspire people to give. And an inspired donor is a generous donor. Using the techniques I outline here will increase the likelihood that your appeal will get the attention it deserves!

20.When it comes to donors, it’s important to distinguish capacity from inclination. Wealthy donors may have the capacity to make a larger donation but may not feel inclined to do so. On the other hand, inspired donors with fewer means may have made financial plans about which you have no idea, or might be willing to make a financial sacrifice in order to give you a gift that reflects their belief in your mission.

Your appeal doesn’t end with the letter! You can increase the return rate by holding a phone bank, sending e-mails, and posting reminders and updates via Facebook or other social media after the appeal goes out. Reporting progress toward your goals or acknowledging this week’s donors can help move other people into action. Don’t forget to send out thank-you notes promptly—within one week is ideal—and to follow the appeal with information about the difference those donor dollars made for your organization!

Between appeals, be sure to insert a remittance (donation) envelope into all agency communication—your newsletter, annual report, etc. These “soft asks” can bring in a significant amount of revenue. For example, I worked with a nonprofit a few years ago that had never sent out an annual report. We sent out a simple 4-page, 4-color report to any donor who had given $100 or more in the past three years and tucked a donation envelope inside, coding it so we could track the gifts that came in. We raised an extra $16,000 that way!

Determine the ideal gift you would like to get from your average donor. Is it $50? Then make sure $50 is the second option on your remittance envelope or reply card. Believe it or not, most people will check the second box in the list, because they don’t want to appear cheap. Be sure to offer two other specific giving options that are based on the most popular giving categories and “Other: $_____________.” This selection not only provides your average donor with a sufficient number and range of giving options, it trains your donors in terms of the gift amounts you would like them to make.

Here’s the difference that changing your donation envelope can make. A few years ago, I was working with a client that listed $15, $35, $50 and “Other” on their remittance envelope. Guess what their average gift was? Yes—$35, the second option on the list. After segmenting and analyzing their donor data, I suggested changing the categories to $25, $50, $100, and “Other.” More than 80 percent of the donors that had been giving $35 moved up to $50! Clearly, the organization had been leaving a lot of money on the table!

Many nonprofits fail to reach out and engage with your donors in a personal and meaningful way. Yet think of what a contribution they could make! People often want to contribute, but don’t always know how. With a little specificity and direction, many donors would happily engage with your organization at a deeper level and make significant contributions that would make a meaningful difference for your clients. Are you ready to invite them to join you?

Below are two sample appeals. Both brought in significant amounts of money for their respective organizations.

Special Events

We all love the idea of throwing a spectacular fundraising event that will be the talk of the town and raise tons of money. When it comes to raising additional revenue, many people think that special events are the way to go. However, of all the fundraising strategies, special events actually provide one of the lowest returns on investment (ROI). In fact, you might find yourself in the red once the confetti has settled.
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Jeremiah’s Inn Appeal
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Abby’s House Appeal

Why? Because special events require a significant investment of time and up-front investment. Staff can spend countless hours finessing every detail of an event and managing volunteers. Then, when the event comes, attendance and donations can be unpredictable. However, that doesn’t mean you should throw in the towel and abandon the idea of organizing a fundraising event. In fact, I encourage you to have at least one each year! Special events are a great way to raise visibility, awareness, make new friends, and make some money. You just have to be smart about the way you plan them.

Types of Events

There’s a huge array of fundraising events that could prove successful for your organization. How do you know which one to choose? Start by focusing on these three things: guests, mission, and feasibility.

For guests, think about your nonprofit’s supporters. Who are they? What do they like—and not like—to do in their spare time? What kind of event can they afford? Would they rather spend $500 for a seated dinner, or $10 for a round of bowling? If your event does not align with the personality of your donor pool, they won’t show up!

The event must align with your nonprofit’s mission. So if your nonprofit is focused on healthy living, you might try a 5K or bike race. If you’re running a dance company, inviting your donors to a dress rehearsal and reception afterward might make sense. Make sure the mission and brand of your nonprofit is incorporated into the event.

It’s also important to consider the feasibility of the event. If you have a small staff running a food pantry, you’re probably not going to have the manpower to pull off a $500-per-ticket seated gourmet dinner. A smaller, more intimate affair—or series of them—might be in order. My advice: don’t bite off more than you can chew! Start small and build your way up.

Most nonprofits hold live events, but today, some agencies are finding online events (e.g., auctions) to be just as successful. The key question to ask is what creative things can we do with the resources we have?

Here are some ideas to get the creative juices flowing:

Concert

Silent/live auction

Fashion show (this can be serious, playful, creative, vintage, or costumed—we helped organize a nerd fashion show to raise money for a robotics team!)

Cocktail party

Movie night

Luncheon

Awards banquet

Dinner and dancing

Comedy show

Walk or run—fun run and/or 5K

Bike race

Shopping day

Craft fair

50-50 or other type of raffle

Game tournament or sporting contest

Car or dog wash

Cooking class with a chef

Scavenger hunt

Field day

Luau

Western night

Trivia night

Octoberfest

Bus tour

Paint night

Wine/food/“Taste of” event

All you can eat… (chili, ice cream, spaghetti, etc.)

Pancake breakfast

Baby and kids’ toys or clothing resale or swap

Antique Road Show event

Coffee house and poetry reading or music

Guest speaker, workshop, or seminar

You can combine several of the events into a single evening (e.g., dinner dance with an auction).

Planning the Event

Anyone who’s planned a wedding, baby shower, or elaborate birthday party knows that when it comes to planning a special event, the devil is in the details! Start planning your event far earlier than you think you need to. Special events are labor intensive and things can go wrong, so allow yourself as much extra time as possible. My advice: limit yourself to two events per year to prevent burnout.

When considering an event, here are some good questions to ask:

•Is the event a good fit for the organization’s mission and image?

•Do we have enough volunteer energy to pull it off?

•Do we have enough money to cover up-front costs?

•Is this event repeatable?

•Does this event fit within the rest of the organization’s calendar? The community’s?

If the answer to any of these is “no,” you might need to reconsider planning this event, or change the type of event.

Before You Get Started

Each special event should have its own committee. This is a great opportunity to involve some of your supporters and board members! The committee’s job is to plan and coordinate the event, not complete every last task. The work needs to be distributed across the entire organization—everyone can help!

There are three simple steps a special events committee should take to ensure the success of an event:

1.Create a detailed master task list.

2.Prepare a budget.

3.Develop a timeline.

Let’s break these down:

1.Create a detailed master task list: To create a detailed master task list, make a big table on a large piece of paper or spreadsheet. Create four columns: 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 invitations to the board.” Every little detail should be on this list!

Under the “When” column, note beside each task when it must be finished. Put the list in chronological order.

Next, complete the “Who” column—who’s taking responsibility for each task? Check off “Done” only when it’s truly done!

These questions are frequently overlooked by planning committees:

□Is the venue fully accessible?

□Is smoking allowed? If so, where?

□Who will open the building on the day of the event? Who will meet you, and at what time? Be sure to get their cell phone number in the event they don’t show up!

□Who’s responsible for cleanup and what does it entail? If you are, find out where and how to dispose of the trash! Are you going to offer the option to recycle? If so, who’s in charge of taking it away at the end of the event?

□Do all the lights work? If not, will they replace the burned out bulbs before your event? How do you control the lights?

□Has everything been proofread at least three times, by three different people?

□Is the event location address and the organization’s contact information on all of the publicity materials? Are the price, date, time, place, directions, and RSVP instructions for the event on them as well?

□How safe is the neighborhood? Will people feel safe coming alone?

□Will every person be able to see and hear what’s going on?

□Where are the fire exits? What do you need to do if the alarm goes off?










	Sample Checklist




	WHAT

	WHEN

	WHO

	DONE (Date Completed)




	Before the event:

	 
	 
	 



	Prepare proposed budget

	 
	 
	 



	Identify funding sources/sponsorships

	 
	 
	 



	Check the organizational calendar

	 
	 
	 



	Reserve a facility/space

	 
	 
	 



	Prepare and sign rental contracts

	 
	 
	 



	Reserve equipment

	 
	 
	 



	Coordinate room setup

	 
	 
	 



	Arrange for security

	 
	 
	 



	Arrange for disability accommodations

	 
	 
	 



	Set ticket prices

	 
	 
	 



	Develop sponsorship letter and form

	 
	 
	 



	Decide on the theme

	 
	 
	 



	Put together decorations committee

	 
	 
	 



	Purchase supplies (list here)

	 
	 
	 



	Construct _______________.

	 
	 
	 



	Contract performer(s)

	 
	 
	 



	Process payment(s) (e.g., to performers, venue, etc.)

	 
	 
	 



	Develop marketing strategy and schedule

	 
	 
	 



	Design materials such as posters, flyers, postcards, invitations, etc.

	 
	 
	 



	Write and distribute press releases

	 
	 
	 



	Write and submit newspaper ads

	 
	 
	 



	Write and submit radio/TV ads

	 
	 
	 



	Select menu

	 
	 
	 



	Choose caterer—make sure the caterer is going to provide all dishes and serving ware, along with things like salt, pepper, cream and sugar

	 
	 
	 



	Determine where people will park

	 
	 
	 



	Make sure you can access and change the thermostat as needed

	 
	 
	 



	Arrange for equipment

	 
	 
	 



	Arrange for transportation—don’t forget to figure out how you’re going to get everything from your organization to the venue

	 
	 
	 



	Arrange for lodging

	 
	 
	 



	Arrange for meals

	 
	 
	 



	Determine seating arrangements

	 
	 
	 



	Order tickets

	 
	 
	 



	Determine how to sell tickets

	 
	 
	 



	Recruit/schedule ushers

	 
	 
	 



	Secure cash box

	 
	 
	 



	Receipt book for ticket sales at the door and/or auction items

	 
	 
	 



	Secure insurance coverage and permits and/or liquor license as needed

	 
	 
	 



	Several days prior to event, confirm:

	 
	 
	 



	Facility rental and setup

	 
	 
	 



	Equipment use and setup

	 
	 
	 



	Security

	 
	 
	 



	Caterer

	 
	 
	 



	Transportation/lodging

	 
	 
	 



	Ticket sales

	 
	 
	 



	Ushers

	 
	 
	 



	Decorations

	 
	 
	 



	Final promotions

	 
	 
	 



	Other vendors

	 
	 
	 



	Payment for services

	 
	 
	 



	On the day of the event:

	 
	 
	 



	Check setup

	 
	 
	 



	Get cash box and cash

	 
	 
	 



	Transport guests

	 
	 
	 



	After the event:

	 
	 
	 



	Clean up

	 
	 
	 



	Tally proceeds

	 
	 
	 



	Debrief staff

	 
	 
	 



	Send out thank-you notes

	 
	 
	 



	Post photos to social media

	 
	 
	 





2.Prepare a budget: Use the master task list to create a budget, which should include all expenses—even items you believe you can get donated. Identify all items that will create revenue. When you subtract expenses from income, you will see what the projected net income will be for the event. If it’s not enough, go back to the drawing board.

Remember: An estimate is NOT a guess. An estimate is created by calling several vendors and finding the best price. Get it in writing! As much as possible, negotiate with vendors to pay after the event. And be sure there are cancelation clauses in any contracts you sign in case the event must be canceled!

Ideally, you will get as many things as possible donated. However, always include these items in your budget—this will protect you in case you have to pay for something. It also gives you a cushion in case you have an unexpected expense.









	Sample Budget Form




	Item

	Estimated

	Actual




	Income

	 
	 



	Ticket Sales

	 
	 



	Other Source(s) of funding

	 
	 



	Expenses

	 
	 



	Performer/talent Fee (band, speaker, DJ, etc.)

	 
	 



	Special guest (opening act, etc.)

	 
	 



	Sound and/or lights

	 
	 



	Band gear rental

	 
	 



	Decorations

	 
	 



	Facility rental/staff

	 
	 



	Support staff (janitor, etc.)

	 
	 



	Police/security

	 
	 



	Table/chair/stage rental

	 
	 



	Ticket printing

	 
	 



	Postage

	 
	 



	Permits

	 
	 



	Insurance

	 
	 



	Travel/transportation

	 
	 



	ASL interpreters and disability accommodations

	 
	 



	Lodging

	 
	 



	Food

	 
	 



	Other expenses (list)

	 
	 



	Food for performers

	 
	 



	Food for crew

	 
	 



	Reception

	 
	 



	Print ads (newspapers)

	 
	 



	Radio ads

	 
	 



	Flyers/posters/chalk

	 
	 



	Concessions

	 
	 



	Petty cash

	 
	 



	Total Income:____________________________

	 
	 



	Total Expenses:____________________________

	 
	 



	Net (Gain or Loss):____________________________

	 
	 





3.Develop a timeline: Create the timeline by planning backward. If you want to have a street fair on August 10, what would you have to do on August 9? In early August? By July 15? And so on … back to the day you start planning.

You may find that it is impossible to put on the event in the time allowed. In that case, you must either modify the event or change the date.

Thinking through each week’s tasks may bring up expenses or additional tasks you hadn’t thought of. Add these to your task list and budget.

Although there may be 90 days between now and the event, there may be only 60 working days. Be sure to take into account things like weekends, school vacation, and holidays.

On your timeline, you will notice that there are periods of intense activity (“task clusters”) and downtime throughout the time leading up to the event. Task clusters must be accomplished as projected on your timeline. The date by which each cluster must be accomplished is a “go/no-go” date.

On those go/no-go dates, evaluate your progress and decide if you’re going to proceed with the event. If you’re too far behind or too many things have gone wrong, you can modify the event, move the date, or cancel it. Go/no-go dates can also be used as goal markers—x number of ticket sales, ads sold, or sponsorships secured.

Once the committee has completed these three tasks, it’s time to assign tasks to other volunteers. When you ask volunteers or vendors to do things, give them a due date that is at least one week earlier than you really need it! This gives you time to recoup if someone drops the ball.

Raising Friends

Special events can be a great way to create and deepen relationships and provide an opportunity for participants to really connect with your cause. An event that provides good face time with your supporters can set the stage for larger gifts.

Invite new friends, too! Special events are a wonderful way to attract new donors and introduce them to your organization. To do this, plan an event that will have broad community appeal and charge reasonable entrance fees.

There are two types of people that attend special events. Some people attend because of the event itself. These are people who like to be out and about—they may not even know the name of the group sponsoring the event! Similarly, there might be small businesses or corporations that will buy ads in a program book, donate raffle prizes, buy tables, or underwrite an event—but won’t give the organization money under any other circumstance. They want cheap advertising and goodwill. The second type of person who attends special events is the person who is both interested in the event and believes in your group’s work. They might appreciate your organization’s work but can’t afford or don’t want to give a large donation.

For some people, going to a special event is their first experience with your organization. Don’t let it be the last!

Think Outside the Ticket Price

If you’re throwing a gala or party, you need to set a reasonable ticket price so you can reach your financial goal. But that isn’t enough! There are other ways to increase income from special events beyond ticket sales. This is a great way to harness the power of ancillary fundraising, or covering operating costs. For example:

1.In-kind contributions of things like food, space, or entertainment. In-kind contributions are easier to get from a business without a prior relationship, and it might be a foot in the door to other contributions.

2.Sponsorships are another great way to bring in the cash. Sponsors pay for various benefits, such as publicity through the event, an ad in the program, or a company logo displayed prominently.

3.Silent auctions allow you to reap more from an event, and if you price the items well, you can bring in a surprising amount of money.

4.Distribute ad or program books to event guests. The book is made up of paid advertisements and includes information about the nonprofit and the event itself. Reach out to potential ad buyers like local businesses, vendors, entrepreneurs, and even donors who want to advertise a service or include a greeting.

Seem like a lot to take care of? Well, it just so happens that special events are a great way to get board members to try out or sharpen their fundraising skills! They can work on securing in-kind contributions, sponsorships, auction items, and ads. Before sending them off on these errands, however, you might need to provide them with some training, instructions, and support!

More on Sponsorships

Every event needs sponsors. There are three types:

1.Corporate—Many corporations (especially banks!) have formal corporate sponsorship programs.

2.Other businesses—They may not have a formal giving program, but many are willing to support you, albeit at a lower level.

3.Individuals—Some people will be willing to pony up to make sure your event is successful.

Look around you. What banks, large companies, and institutions are in your community? What small businesses are there? Who else might support you? Our advice: brainstorm, use the Internet, look at who’s sponsored other special events in your area, and check out your local chamber of commerce membership listings.

Most corporations have pulled back on giving. A major event sponsor might give you $5,000. Set your giving levels realistically, based on your audience. Most corporations will give you between $500 and $5,000. Small business and individuals may give from $100 to $1,000. Create a tiered program that offers every sponsor some sort of benefit.

With sponsorships, it’s all about the benefits! Corporations and businesses care about visibility. They may want tickets to the event, as well. What can you do to heighten their profile at your event? Banners, signs, promotional items … offer as many means as possible.

Don’t offer too little—or too much!—in the way of benefits. Look at what other groups in your area have done. Be sure you’re covering your costs. Giving away tickets might fill the room, but it won’t bring in money!

Shout It Out!

We’ve found that nonprofits often have a difficult time shouting out and letting the world know about the amazing work they’re doing. It may feel like bragging, but building visibility in the community is crucial to successful fundraising!

Luckily, special events can generate a lot of publicity. Get the word out by posting fliers around town, advertising in the calendar section of your local newspaper, sending PSAs to the radio and TV stations, and sending press releases to local media outlets and requesting an interview.

When it comes to building buzz in the community, your supporters are the best place to start. Have them share an invitation, image, or information about the event through social media. If your crowd is social media savvy, you could come up with a special hashtag to use while promoting the event.

Whatever you decide to do to get out the word about your event, make sure you include those efforts in your master task list. Marketing can be time-consuming, and you will want to be visible to people at different times. For example, some of your VIPs might have busy schedules and need to know about your event well in advance.

And there are some people who, the Wednesday before your event, will be looking for something to do on Saturday. Lots of people buy tickets last minute! Your marketing should be staggered so that both early birds and last-minute buyers can all learn about your event.

Incorporating Your Mission

As you’re planning your special event, be careful not to get so caught up in the details of planning that you forget to incorporate the mission and personality of your nonprofit! This may seem patently obvious, but people forget to do this more often than you’d think.

For example, we worked with a battered women’s shelter that held an annual fashion show using clothing from their thrift shop, but failed to educate guests about the lives of the women they serve. We suggested they have the models hold signs with facts and figures about domestic violence as they walked down the runway so guests could learn in a very powerful way about the scope, frequency, and impact of domestic violence. When we interviewed some of the participants about the show, nearly all of them said they had no idea what these women were up against and wanted to do more to help. So, while we took a bit of a risk and the signs may have caused some initial discomfort, the women who attended became more committed than ever to this agency and its cause.

There was another organization who helped homeless women secure housing and prepared them to enter the workforce. They displayed before and after posters of the women they helped, had some of their clients walk around the room, dressed up, with “I’m an ‘after’” on their nametags, and scattered postcards with some of their client’s stories on the dinner tables. One or two clients were seated at each dining table as well and shared their stories. These strategies allowed guests to see—and hear—firsthand the stories of the women they’d helped, which in turn helped them make a more powerful connection to the agency.

While you’re putting together the plan for your big event, be sure to think of creative ways to incorporate your nonprofit’s mission, brand, and personality, so that people can become more engaged with the cause while enjoying your event.

The Big Day

Things will probably be hectic when the day of the special event arrives. But, no matter what, make sure you do these five things:

1.Position greeters at the door.

2.Schmooze up a storm—every guest should be greeted by someone from your organization!

3.Take lots of photos. Later, post the photos on social media along with the amount you were able to raise (net, not gross).

4.Create a program that profiles your organization.

5.Designate a spokesperson or point person for the event who can answer questions on the fly.

Follow-up

A few days after the event, the committee should get together for a debriefing session. What went well? What did not? What did we learn? Write it down! This will allow you to decide whether or not to do the event again and to identify what changes you need to make before you do. Save the evaluation and copies of the advertising, invitations, and any other information that would be useful for next year’s planning committee. And make sure to send event photos to high-profile guests and sponsors with their thank-you note!

If you want to learn even more about planning special events, you’ll find a variety of free, helpful resources at https://offers.hubspot.com/event-in-a-box. You have to subscribe to their mailing list to access the resources, but you can always unsubscribe later. Contents include: Event E-mail Best Practices, Event Follow-up Tip Sheet, Events Marketing—10 Tips, Registration Best Practices, and Social Media Tip Sheet.

Happy planning!

The Art of the Ask

No matter which individual giving strategy you pick, you’re going to have to ask people for money. This is where a lot of us get stuck because many of us are uncomfortable asking others for a contribution. Here are some things that make asking others for money easier:

□Don’t ask people to trespass on their relationships. Asking your staff, board, and volunteers to put pressure on their friends and family members makes them uncomfortable. Instead, gather your donors (and prospective donors) in a room with some of your stakeholders and ask them to share how and why they’ve gotten involved with your organization. This will inevitably lead to them telling their story, which is how we connect with one another best. Not only will these stories inspire your donors, they can also serve to reinvigorate your staff, board, and existing donors!

□Remember that giving begins at home. Is 100 percent of your board supporting your organization? A good rule of thumb to follow is that your nonprofit should be among your board members’ top three philanthropic causes. If not, then it might be time to rethink their tenure on your board!

□When it comes to major or capital gifts, be prepared to state your case. Tell the donor why you’re there, the purpose of the project, what impact it will have, how you intend to finance it, and what you’re hoping they will contribute. You may need to provide them with written materials and time to respond. Sometimes this means leaving without an answer and following up at a later date.

□As a fund-raiser, you can sometimes get caught up in talking—talking about how great your organization is, how many people you’ve served, or the need you’re filling. Sometimes, however, you need to listen—to both your donor’s words and the “music” behind them. Body language and facial expressions account for 70 percent of communication and often speak more loudly—and honestly—than words. By tuning into these things, you can get a better sense of the message your donor is trying to convey.

□Always say (and mean!) thank you. Even if the donor gives you less than you’d hoped for or turns you down, they still have given you some of their valuable time and their consideration.

Another way to make it easier to ask people for money is to provide everyone on your fundraising team with adequate and ongoing education, information, and training on fundraising in general and the specific strategies you want them to use (for example, how to ask for a donation for your upcoming special event). They may need ongoing coaching and support as they implement those strategies. Even then, many people may still feel nervous about asking for money.

To reduce people’s anxiety, I shift the focus from the ask to the reason behind the ask. Truth be told, it was a TED Talk by musician Amanda Palmer that inspired me to do this. Whether you know of or like Palmer or her music is irrelevant. Whether or not you agree with the way she ran her Kickstarter campaign doesn’t matter. Because at the heart of Palmer’s TED Talk is something every fund-raiser needs to master: trust.3

Amanda Palmer understands that when you ask people for help, it creates a connection. And that when people feel connected, they want to help you. She also knows that asking makes you vulnerable, and that risk requires—and elicits—trust. Palmer spends a lot of her time connecting with her fans via her blog and Twitter, sharing her triumphs, and letting people know about upcoming gigs and new music. But Palmer also talks openly about her fears, her mistakes, and her hangovers.

Palmer asks her followers for help—in the form of a piano to practice on, food for the band after the show, a place to crash, or even a Neti pot! What she finds is that her fans are more than happy to help. Bottom line—she is authentic, raw, real. She is someone her fans can connect with. And that is precisely why she was able to raise $1.2 million from just under 25,000 people in no time flat after she left her record label. Talk about results!

Toward the end of her TED Talk, Palmer asks “Are we willing to face each other? To give and receive fearlessly? To ask without shame?”

Are we?

Your donors want to help, but you are often so busy that you miss the signals they’re sending. But sometimes being busy is just an excuse. As an individual and as an agency, are you willing to be vulnerable? To let people see you and your agency as you truly are, flaws and all? If you want to create strong, authentic connections with your donors, you can’t just share the good news. You also have to reveal your fears, your mistakes, and your “hangovers.” You have to ask for their help—and not just in the form of money. There are so many more, other contributions that people want to make. But they’re waiting for you to make the first move.

At the end of the day, philanthropy is a heart-centered activity. If you want to maximize the resource development potential of your organization, you can’t keep trying to connect to a donor’s heart with your head—you have to connect with them heart-to-heart. This requires that you face one another, ask for help, and give and receive fearlessly. Are you ready to make the leap?

One of the ways I help organizations make this shift is by using the following exercise:

1.Start by touching your own heart. Why did you get into this business? Why do you put in long hours for far less than you’d make at a for-profit? Write these answers down. If you have other staff members on your fundraising team, ask them the same questions.

2.Do this exercise with the board. Have them close their eyes, then ask them:

Why do you give up your precious time to be on the board?

Why this agency vs. another?

What do you hope to contribute by volunteering?

3.Ask them to write down their answers and share them with the group.

4.At the end of the exercise, ask them to share these reasons with others as they move out beyond the walls of the organization and back into their day-to-day lives.

5.Finally, do this with your donors. Ask them to get in touch with their hearts, to share their deepest hopes with you. Then connect the dots between their hopes and the people you serve, focusing on the difference you’re making in your clients’ lives.



Remember—your donors have needs. You are not asking people to support your mission; you are allowing them to.

Nickels, Dimes, or Dollars?

You may have received calls or e-mails from people promoting what I call “nickel-and-dime fund-raisers.” I call them this because these fundraising methods require your staff to put in a Herculean effort to broadcast the company or their product, in return for a teeny tiny ROI. When you add in the cost of your staff’s time, the ROI drops very close to—if not below—zero, ultimately turning the effort into a fund-loser.

Called incentive programs—or mall programs—the two most popular of these nickel-and-dime fund-raisers are Amazon Smile and Good Search. Let’s look at the actual ROI for each one of these:

□Good Search—Once you sign up, Good Search donates a penny to your organization every time you or one of your stakeholders uses their search engine. This means you and your fans have to conduct 100 searches before you earn $1.00.

The ROI on Good Shop is slightly better—they donate between 2.5 percent and 5 percent of the total purchase to your cause. However, even if your shopper spends $100 and the donation amount is 5 percent, that’s only $5 for your organization!

□Amazon Smile—Amazon Smile has an even lower ROI. Amazon Smile donates 0.5 percent of a shopper’s total purchase to a designated nonprofit. This means your supporter has to spend $1,000 before you to get $5 out of the deal.



Is this really all we want our donors to give?

And really, Amazon? Really, Good Search? You can’t be more generous? According to Forbes (January 2017) Amazon’s market value is more than $370 billion! I was unable to determine how much Good Search/Good Shop is worth, but suffice it to say they wouldn’t be doing this unless they were making money from it.

By law, corporations can give away up to 10 percent of their pretax profits. Out of all the dollars donated to charity in 2015, only 5 percent came from corporations, according to Giving USA. For those U.S. corporations giving away money, the average distribution is 2 percent of their pretax profits. Amazon and Good Search/Good Shop don’t even meet this depressingly low threshold. Beyond the pittance your organization gets in return for promoting efforts like Amazon Smile and Good Search/Good Shop, there are other problems with these gimmicks:

1.While any charity can sign up, those reaping the majority of the benefits from these systems are national nonprofits with brand recognition—American Red Cross, World Wildlife Fund, etc. If you’re a small to mid-sized nonprofit, can you really compete in this arena?

2.Good Search/Good Shop promotes online shopping in national chain stores. If you or your donors would prefer to shop locally, Good Shop and other mall programs are not an option.

3.Because the company is making the gift to your organization, it’s not tax deductible for your donor. And guess who gets the credit? Not your donor …

Most importantly, these incentive/mall programs rob you of an opportunity to establish or deepen your relationship with your donors. Donors who are connected to your organization are more likely to give generously and to give in other ways (volunteering, advice, etc.). If you’re promoting these programs while you’re engaged in other fundraising efforts, you may end up confusing your donors, diluting your message, or undermining your own fundraising!

These programs require that nonprofit staff spend some time setting up the system and promoting their participation in it to their stakeholders. When we consider the amount of time it takes to set up the system, develop and implement a promotional campaign (which is never-ending, because let’s face it, we all have short memories), managing this project could require a significant investment of staff time.

Let’s say it takes 30 minutes to set up the system and 10 hours to develop a marketing plan. If you pay your staff $20 per hour, that’s an initial investment of $210. How many purchases do your donors have to make before you break even? Let’s go on to assume your staff spends 2 hours per month promoting these efforts. You’ll end up spending $40 per month ($480 a year) and will likely reap far less than that in the resulting donations.

It’s easy to think about staff time as a free resource, but I have yet to meet a nonprofit staffer who reports that they have plenty of time to get their job done. Time is a precious resource—it’s valuable to your agency and needs to be expended carefully.

But time is also an opportunity. There are ways we can invest the same amount of time and see a far greater reward. Write a grant. Find a new donor. Dash off handwritten notes to your top 10 donors. Set up a drip campaign to educate your donors about planned giving. Pretty much anything else you spend your time on is going to give you a greater return on your investment.

Most of us would never include a bake sale as part of our fundraising plans. Yet based on the low ROI provided by these strategies, most of us would actually make more money holding a bake sale.

I value your time. I want you to succeed. I want to see you raise more money, so you can serve more people. Because the work that you’re doing is important. Not just to the people you serve, but to their families, our communities, and our country. So, rather than bother with Amazon Smile or another one of these incentive programs, use the $5 to bake a batch of brownies to bring with you when you meet up with your top donor for coffee. It’s a much better use of both your money and your time!

Donor Retention, Stewardship, and Cultivation

Why Stewardship and Cultivation Are Important

Did you know that you can expect to lose up to 50 percent of your donors between their first and second gifts? That you can expect an annual attrition rate of up to 30 percent among donors who make more than one gift?

Let me repeat that, so you understand how serious the situation is—HALF of your donors could walk away before making a second gift to your nonprofit. Nearly ONE-THIRD of donors who make more than one gift will walk away from your organization, as well.

In the business of fundraising, we seem to be donor-losing!

Why is this? Because:

□We tend to focus on donor acquisition instead of retention.

□We tend to treat donations as transactions, rather than an extension of a relationship.

□Most of us are not very good at stewardship.

In today’s competitive market of more than 1.5 million U.S. nonprofits and in light of government budget cuts and shifts in foundation giving, the issue of donor loyalty and retention is more important than ever. Why? Because individual contributions provide you with the unrestricted income you need to fill budget gaps and deal with economic uncertainty.

Stewardship isn’t just about taking good care of your donors’ money. It’s about taking good care of your donors, too! Delivering excellent stewardship will increase retention rates and help with new donor acquisition because engaged, inspired supporters spread the word to their family, friends, coworkers, and other people in their circles.

When you look at the attrition rates, it becomes clear that the scale of lost opportunity is huge. And it’s costing you money! Donor retention is important for five key reasons:

1.Cost: It typically costs five times as much to acquire a new donor than it does to keep one. It can cost your organization two to three times more to recruit a new donor than they will give by way of their first gift. Even after the donor has given, it can take 12–18 months before the relationship becomes profitable.

2.Increased revenue: Only existing donors can increase the amount of their gift or make additional donations. They are also more likely to attend your events or purchase items to support your cause.

3.Word-of-mouth marketing: Existing donors are far more likely to provide word-of-mouth promotion to their friends, family members, coworkers, and other people they know. As any business owner will tell you, word-of-mouth marketing is worth its weight in gold!

4.Help: Existing donors are more likely to volunteer, join a committee, or join the board.

5.Feedback: Existing donors are a valuable source of feedback on how the agency is doing.

Without proper attention to cultivation and stewardship—the underpinnings of donor retention—we are leaving money on the table.

Good stewardship starts with understanding your donors’ motivations and—at a bare minimum:

□Thanking them for their gifts in a timely manner.

□Informing them about how their money is spent.

□Responding promptly when donors contact the organization (within 24 hours).

□Being polite, timely, and frequent in your communications.

If we want to hold on to our donors, we need to provide OUTRAGEOUS customer service!

Great stewardship includes:

□Treating your donors like people instead of ATMs. Donations are an extension of the relationship, not a transaction.

□Sending a heartfelt, handwritten thank-you note within 72 hours of a donor’s gift. For larger gifts, pick up the phone and thank them the day the check comes in.

□Soliciting donor input—sending out an annual donor survey will help you learn about what’s important to your supporters and where you could be going wrong.

□Providing a range of communication options. Some people prefer to hear from you by phone. Others prefer snail mail, electronic communication (e-mail or text), or social media (Twitter, Facebook, etc.). Be sure that you’re communicating consistently across the communication channels that your donors use. If you’re not sure what those are, it’s time to survey your donors!

□Provide your donors with extraordinary experiences! Invite them in for a visit, a rehearsal, or an open house. Get creative and get them in the door! Create opportunities for them to connect with the people their donations are helping.

□Report frequently about the impact you’re making in people’s lives. Use testimonials, quotes, photographs, and videos to craft heartfelt pieces.

□Understand and adhere to the entire Donor Bill of Rights.4

□Be ethical and transparent in all you do. Relationships—and increased contributions—are based on trust. Do everything you can to bolster your donors’ confidence in your organization!

In a donor-centered organization, the measure of fundraising success is not only the amount of money raised, but the percentage of donors retained. Examining retention rates will reveal a lot about your existing fundraising efforts and where you need to strengthen your program. In order to truly learn why donors are involved with your organization, conduct surveys, interviews, or focus groups.

It’s particularly important to listen to complaints and interview former donors because it is from these people that you can learn the most about how to become more donor-centered. Although donor-centered fundraising requires significant effort on the part of multiple people in your organization, in today’s economy, it is the only way to secure your agency’s future.

Additional Strategies for Cultivation and Stewardship

While every donor knows that an organization needs many people to contribute to the cause, not a single one of them wants to feel like a number, a transaction, an ATM. We need to treat every donor—and every dollar—with respect and gratitude. Because at the end of the day, we have no idea what any specific donor may be capable of. I could tell you more than a dozen tales of low-level donors who made a mind-blowing donation. And the agency never saw it coming!

Determine who your top donors are. For many agencies, these are the people giving anywhere from $200 to $1,000 per year. These are your super fans, yet you may not acknowledge them as such. This year, write them a special letter. Acknowledge how many years they’ve been supporting you and let them know what that’s meant to your agency. Ask this group to consider making a more significant gift and invite them to join a monthly giving program (people are usually willing to make a bigger gift if they can make monthly installments).

When was the last time you saw these super fans? If it’s been a while, consider organizing an open house, coffee, meet and greet, or other small, intimate event that allows them to get an insider’s view of your organization. It doesn’t have to be fancy. It can be at your agency where your donors get a tour, meet the board, and hear some inspirational words from a client, a former client, the board president, or a top donor. Short videos work well too. You can also hold a reception before your annual meeting, or a cocktail party or dinner at a board member’s home. Whatever event you choose, turn it into a schmooze-a-thon by having your staff, board, and key volunteers attend so there is a high ratio of organizational representatives to donors. This will allow you to make a personal connection with each donor in attendance.

Send special updates to your top donors twice each year, giving them the inside scoop and letting them know the difference their support has made. If you have a large, unwieldy group of top donors (what a great “problem” to have!), you might consider inviting only those at the tippy top of the Giving Ladder to the events, but provide all of them with these updates.

Call your top 5–10 donors and ask them to participate in a challenge grant. Inspire them to give you a gift (it can be the same amount they usually give) and add it all up, then challenge the rest of your donors to match this amount by a certain date. I bet you’ll surpass your goal in no time flat. Use social media to broadcast your progress and results.

Your top donors want to hear from you! When was the last time you contacted them? When did the last newsletter go out? How long has it been since they heard from you via e-mail? Is your website up-to-date? Are you posting to social media on a regular basis? If it’s been a while, now is the time to reach out to them—and, if you don’t have an annual communication plan, now would be a great time to develop one. (See Chapter 7.)

Donors need to be acknowledged! When was the last time you said thank you to your donors? I encourage all of my clients to hold one or two thank-a-thons each year, when board members pick up the phone and thank donors for their contributions. Donors love hearing “thank you” from your board members, and it gives your board a way to connect with your donors without having to ask for money. If board members use their cell phones in addition to however many agency phone lines are available, you can contact several hundred donors in a single night!

Are your thank-you notes handwritten? The person charged with overseeing development doesn’t have to be the only one in the organization writing these. Board members, other staffers, and volunteers can write them, too. All you have to do is provide them with samples. Handwritten notes make a qualitative difference in your donors’ experience, which helps with retention.

Say—and mean—thank you. Cultivate an attitude of gratitude. Every time a check rolls in—no matter what size—stop, look at it, and say thank you, regardless of how many zeros there are on it!

Acknowledge, welcome, and plug in new donors. Send them a welcome e-mail with a link to your website, a YouTube video, or something else—like a PDF of your annual report—that will help deepen their engagement. If you have an older donor pool, mail out a packet of information with materials like your brochure, a FAQ sheet, your annual report, or the last edition of your newsletter. Then follow up with a phone call.

Demonstrate that their gift has been put to good use—particularly before you ask them for another gift! Your donors are trying to make the world a better place through your organization. Help them know that they’re making a difference! Provide them with reports, stories, and testimonials to help them see that their gifts are having an impact.

Snap photos and gather quotes from your clients. Make sure you get their consent to use them by having them sign a media release, then turn their stories into notecards (Vistaprint is super affordable), or post them on your Facebook page, your website, and in your newsletter.

Make a special thank-you video for one of your appeals. Feature a client if possible. The video can be anywhere from 30 seconds to two minutes in length and doesn’t have to be professionally made. In fact, Gen X and millennials prefer to see “raw” videos because they feel more authentic. So get out your smartphone and start filming!

Develop a stewardship section on your website to engage online donors. This could include donor lists, past letters, insider news updates from the executive director, or photos from previous events.

Host an annual donor appreciation event. Recognize people who are celebrating their 5-, 10-, 15-, and 20-year anniversaries as donors.

Recognize honor and memorial gifts in a special way, with a specially designed thank-you card.

Profile donors across all communications channels.

Digitize your annual report to reach more of your supporters.

Create leadership circles with benefits and a corresponding stewardship/benefits matrix to show what you’ll do for donors who give at various levels—e.g., $1–$99, $100–$249, $250–$500. Having a stewardship/benefits matrix is also a great way to ensure that all staff members are on the same page and communicating the same information to donors.

Thank donors via social media.

Add a field on your donation form to collect Twitter and Instagram handles, but only if your organization is actually on these social media channels.

Revamp your online gift autoresponder if you’re using one. Make it personal and heartfelt, so it feels less generic.

Take out an ad in the local newspaper on National Philanthropy Day (November 15) to thank your community.

Be thoughtful—make notes of personal details you hear in conversation with donors. People will always appreciate the fact that they were heard (and remembered).

Make a genuine effort to get to know your donors. Pick up the phone. Have coffee or lunch. If you’re already “going steady,” take them to dinner!

Know and respect your donors’ wishes—use an annual survey to collect this information and make a note of it on the donor’s record.

Be reachable. Resolve any donor complaints and issues within 24 hours.

Pick three of these strategies and chart your results, then try three more. As people become more deeply connected with your cause, they become more willing to contribute—not just financially, but to bring other gifts to the table in the form of talent, time, and treasure (“treasure” usually refers to money, but donors can also provide in-kind service, help you secure in-kind donation, help you make connections, etc.). Some of them may even bring along their friends, family, or coworkers!

A Personal Story about the Power of Good Stewardship

On September 8, 2014, Tom Ahern wrote a blog entitled, “How MoveOn.org Stupidly and Avoidably Lost Me as a Donor.”5 His post starts out thus:

You never know what that last straw will be. You never know what’s going to finally say, loud and clear, “With this behavior toward me, these people are not worth a gift.” You unfriend them. You unsubscribe. You never again give to them or recommend them to others. You cast them from your personal story.

Shortly after reading Tom’s post, I found myself wondering if it was time to withdraw my financial support from my beloved undergraduate alma mater. I had been on the fence for months, agonizing about whether or not to break up with them.

You see, I LOVE my undergraduate alma mater. That’s because I had a (mostly) fantastic undergraduate experience. I loved my classes. I played soccer with wild abandon. I was involved in a bazillion clubs and had a wonderful group of friends. I embedded myself in the life of the university. In fact, I am still friends with four of my professors!

Now, you would think for a rabid alumna like me, this institution would be among my top philanthropic priorities. And they are. But financially, they only get one-tenth of what I donate to my graduate alma mater and about one one-thousandth of what they’re getting out of me in terms of my time and talent.

Why is that?

Truth be told, my donor experience with my undergraduate institution hasn’t been all that great. For years after I graduated in 1987, I diligently donated $25 per year. The college didn’t ask me to increase my donation to $50 until it was our 10th reunion! If they’d asked sooner, I would have gladly given more. But they didn’t, and left money on the table in the process. While my annual gift has since doubled, it certainly isn’t reflective of my giving capacity.

Why is this?

Because quite frankly, they’ve been a sloppy suitor.

I get solicited by the women’s soccer team. I spent most of my life—from age 5 to 45—playing soccer. I was obsessed! But the reality is, I am not obsessed with that college’s soccer team. That’s a subtle—but important—difference! My complete lack of response to every last one of their solicitations hasn’t stopped them from hitting me up, year after year. Um, Coach WhoeverYouAre? This is getting tiresome.

I also get solicited by my class gift chairs as part of the annual fund. Which is fine. I get it. Every university needs operating funds and I am happy to support a college that I love. Well, I was happy to support them until I started getting an impersonal, two-line thank-you e-mail instead of a thank-you card. Really?! That’s the best you can do? Even an impersonal, computer-generated letter would have been better than that!

But here’s what I don’t get—apparently, I am one of only 2 percent of this college’s alumni who have given consistently since graduation. TWO PERCENT! With graduating classes of about 600 students per year, 2 percent of the alumni population is a pretty small pool of donors. You’d think they’d zero in on this group, get to know us a little better, do a little investigating, cultivating. Invest in a little stewardship. Nope! Can you say missed opportunity?

For the last few years, I’ve received a note with a sticker in it, notifying me that I am a member of the 1819 Circle, which is apparently a giving society for people who have made a gift at least three years in a row. I’m not really sure what that means, why it’s special, or what I’m supposed to do with the stupid sticker they send each year. There aren’t any additional communications, events, or benefits for 1819 Circle members, so the whole thing comes off as random and arbitrary.

Beyond this, I am a member of the Willow Society, a small (perhaps even tiny) group of alumni that have let the university know we have made provisions for a gift to this university in our will. Again, a small group of donors that have raised our hands and said, “Um, I’m pretty serious about you and would like to go steady,” yet remain ignored. Oh, except they sent me that trivet with a sketch of the chapel on it. Gee thanks … nothing says “You’re special” like a trivet.

The fact that my undergraduate alma mater (let’s call them College A) has missed so many cues that I am a donor that’s ready to go to the mat for them has left me wondering if anyone’s paying attention. Intentional or not, it’s sent the message that I—and my gifts—don’t really matter. As one of 2 percent of alumni who’ve been giving non-stop since the year I graduated and a member of the Willow Society, that’s left a really bad taste in my mouth. At the end of the day, if my gifts don’t matter, then why should I keep giving?

As a professional fund-raiser, I can’t help but feel like the development department at this college does not have its act together. The left hand doesn’t seem to know what the right hand is doing and no one seems to be steering the ship. Still, I’ve continued to give despite what College A is doing, not because of it.

Conversely, my graduate alma mater (let’s call them College B) has gotten to know me, engaged me in a variety of meaningful activities, solicited my advice, tapped my time and talent. As with College A, I’ve been giving every year since I graduated. But College B has consistently asked me to increase my giving. Beyond what I ever thought I could afford. But you know what? I’ve been happy to go out to dinner less frequently and curb my latte habit so I can support a prize fund for graduating students that want to go out into the world and make it a better place. You can see why my College B is getting 10 time the money out of me that College A is!

In 2014, there was a major protest going on at College A over racial injustice and lack of diversity. More than 400 students took over the administration building, in response to racist remarks posted on social media by some students and a denigrating comment made by a professor about students of color (and sent via e-mail to a student!).

Students posted videos about their experience in and out of the classroom. It was heartbreaking and infuriating to witness the outrageous and disrespectful ways they had been treated by their professors, classmates, and other students. I could not believe this is going on at an institution of higher learning in 2014. I was not going to support a university that allowed this kind of behavior to go unnoticed. Unchecked. Unchallenged.

Sadly, while racism, sexism, homophobia, and elitism are nothing new at College A (the campus has always been overwhelmingly white and privileged), what had me considering opting out as a donor was that the administration was slow to respond to the sit-in. Fortunately, the administration’s response to the issues of inclusion and diversity being raised by those brave and vocal students were taken seriously, and a 21-point plan was drawn up to address them in a heartfelt and serious manner. College A rose to the occasion, showed up as its best self, and is doing the work it needs to do in order to make the campus a more welcoming place for all students.

Despite the fact that they sent out a member of their Leadership Giving Team to have dinner with me (my blog was picked up by Third Sector New England, so they saw that I’d thrown them under the bus), I continue to get solicited by the soccer team and receive impersonal two-line e-mails whenever I make a gift (with no follow up letter or card) and those dopey 1819 Circle stickers. No one’s asked me to move up the Giving Ladder, either. To top it off, I recently got an “estate-planning” kit so I could leave College A a gift in my will … even though they are already in it. That was the straw that broke the camel’s back.

It is not my expectation that any college is supposed to turn themselves inside out for what—quite frankly—is probably a lower-end donation for them. However, there is no excuse for sloppy stewardship and a lack of coordination across fundraising efforts. The main reason I’m telling you this tale is to illustrate the difference that proper stewardship makes between retaining and losing a donor, and whether or not that donor increases their commitment and their gift.

Are your donors having an experience like the one I’ve had with College A, or like the one I’ve had with College B? And how many of your donors might be standing on the brink, waiting for and watching your next move?

Remember—it’s far easier (and cheaper) to retain an existing donor than to find a new one. Yet with role compression being what it is and development staff operating under more and more pressure to raise more money, we often take shortcuts or do what’s expedient in the rush to get to the next dollar. However, without proper acknowledgment, cultivation, and stewardship, that next dollar might just be the last that donor ever gives you.

Ways to Grow Your Individual Donor Program

The most important thing you can do to increase the revenue derived from individuals is to engage in donor-centered philanthropy. The next most important step is to analyze your donor data. Data is one of your biggest allies in the quest to raise more revenue because it shows you who’s giving and how often. It can show you trends and patterns. You can determine your top donors, allowing you to zero in on this particular group with specialized strategies, which in turn helps you increase the amount of revenue you derive from each group.

Data can also help you determine the most popular donation amounts. For most nonprofits, these will be $25, $50, and $100. However, it’s important to sort your donor data according to gift amount and see if that’s the case for your organization. These figures can then be used as suggested donation amounts, as mentioned previously.

Examining your donor data also allows you to identify your “sleepers”—people who have been giving at the same level for three or more years and are ready to move to the next level of giving. You can learn a lot by interviewing these people. What has motivated Mr. and Mrs. Smith to make a $100 contribution for each of the past ten years?

Surveying your donors allows you to deepen your connection with them, provides you with insights about the type of people who contribute to your organization, arms you with language you can use to attract like-minded people to the organization, and gives you some ideas about how to best engage your donors.

Data also allows you to construct a donor profile—a list of characteristics that many of your donors share. Remember to start with the top 20 percent of your donors, as you’ll want to find more donors like them. This is not to say that you should not create a donor profile for the rest of your donor base—you absolutely should. And the two profiles may share many of the same characteristics. But it only makes sense to start at the top because that’s where you will find the greatest ROI.

When we did this for one of our clients, we found that the majority of their top donors were women, age 40 and up, who lived within 20 miles of the organization. This helped us identify places where potential new donors might be found—the Junior League, Red Hat Societies, yoga studios, garden clubs, book groups, women’s organizations, women’s conferences, and networking events. This knowledge shaped our client’s outreach strategy for the coming year. If you don’t have information with this level of detail for your donors, all the more reason to survey them!

Now that you understand how important donor information is and the role it plays in increasing the amount of revenue you can raise, you will understand why I am a bit of a fanatic when it comes to donor data and databases! Sadly, I have found very few donor database software programs that I like, so I won’t discuss them here. Regardless of which database your organization uses, it’s imperative that only one or two people enter the data (to lower the chances of mistakes), that there are database protocols in place, and that the database is maintained on a regular basis.

Having database protocols in place is important to maintaining the integrity of your data. For example, how do you handle households where the donors have two different last names? How do you handle “soft credits” (the institution that cuts the check always gets credit for the donation, but in some instances there may be another person—such as a board member—who actually made the donation happen)? Do you spell out “street” or use “St.”? This may seem petty and insignificant, but not sorting these things out ahead of times creates problems later! Train only two people on how to use the database, and allow only those people to maintain it. This ensures that your data is entered consistently and in alignment with your database protocols. This kind of consistency is crucial to your fundraising efforts—I cannot emphasize this enough!

For example, we’re working with an organization that has been using an Excel spreadsheet as their donor database. This document—which has nearly 4,000 names on it—has been maintained on an irregular basis by at least four people in the last three years. It’s a complete mess! When I tried to sort the data for an upcoming thank-a-thon, I found that some people and foundations were listed as many as four times, with no indication as to the most recent address, phone number, or e-mail address.

There was also no indication of how these people came to be on the database, nor of their affiliation with the organization. It is only by sheer accident that we discovered that one of the organization’s founders is still contributing! Had the board member not caught him at home and engaged him in discussion, we would have never known. This is important information to have, as it will guide our future interactions with him and help us select the proper cultivation strategies.

The organization’s reckless method of data entry made it difficult to establish a giving history as well. It took many hours to put together a small, viable call list that the board made its way through inside of an hour. Board members also reported getting a lot of wrong numbers. I’m happy to report that I’ve convinced them that they need to start using a real donor database! It will probably take at least one year to straighten out the mess, but at least we know all future donors will be entered into the system properly and that the people entering the data have been trained to use the database protocols we established!

While establishing a culture of donor-centered philanthropy in your organization and ensuring that your data is in good shape are key to increasing revenue from individuals, there are other steps you can take as well:

1.Create compelling, heartfelt cases for support to which donors can connect. This means collecting and sharing facts, stories, and quotes from satisfied clients and sharing them with your stakeholders across your com­mu­­nications program. Prepare and disseminate information—about your organization, its programs, the people it serves, and the impact your efforts are having. What does a funder’s or donor’s gift make possible? (See Chapter 7 for more on communication.)

2.Implement a vigorous relationship-building program, using multiple strategies. In other words, don’t expect donors to come find you; get your staff and board out there so you can find them! This is why constructing a donor profile is important—it will help you understand where you need to conduct more outreach. Stewardship and cultivation play a key role in building, strengthening, and maintaining relationships, as does a robust communications program across multiple channels.

3.Foster an understanding of the connection between fundraising and every other function of your organization. Too often, fundraising is seen as someone else’s job. However, without successful fundraising, the organization will cease to exist! Fundraising is a team sport, and every single person in the organization can contribute to the effort—it’s up to the executive director and the development staff to figure out how.

4.Educate every single person in your organization about the current financial and fundraising trends and what they mean for nonprofits! This includes staff, board, volunteers, donors, and other stakeholders.

5.Start a monthly donor program! According to the Network for Good, monthly donors give an average of 42 percent more in one year than people who give one-time gifts. That’s how my graduate alma mater got me to give them way more than I ever thought possible. They asked me for a large gift, and then they broke it down to a monthly amount that made me realize it was manageable. Brand your monthly donor program. (If your organization doesn’t have a brand, now is the time to get one!) Send out a stand-alone appeal to promote it (remember those sleepers?). Make sure that every time you ask for money, you remind people that the donor club exists. The other plus? Monthly donors help boost your retention rate!

6.Become a technology ninja! Technology is here to stay. If, like me, you are the parent of a teen or 20-something, then you already have an in-house IT person. If not, you’ll either need to hire someone, figure it out on your own, or take a friendly techie out to dinner to repay him or her for showing you the ropes. Interns are a great tech-ed resource, too!

Why invest in our tech skills? (1) Mobile giving continues to increase. Make sure everything you send out is mobile-enabled. (2) Crowdfunding and other such platforms are becoming more popular. (3) Gen X and Gen Y expect to be able to find your organization on social media. (4) We can engage donors who are already online to share our posts and to retweet, thereby helping us spread the word about the good work we’re doing and promoting our case for support. Bottom line—we need to sharpen our technical skills or we’re going to lose out and get left behind.

7.Cut it into bite-sized pieces! People often feel overwhelmed by and helpless in the face of large social issues such as homelessness, domestic violence, and hunger. Beyond this, general unrestricted giving is dwindling. Today’s younger, individual donors tend to get more excited about specific projects (hence the popularity of DonorsChoose, Giving Days, and Kickstarter) and want to help organizations reach specific goals. Our job is to take our vision and mission, cut it into bite-sized pieces, then smother it in awesome sauce. What need are you filling? What amazing outcomes are you helping people achieve? And why would I care about it?

8.When you write appeals, social media content, etc., focus your asks on specific projects and programs, including specific outcomes and goals. If possible, tie it to a dollar amount. (For example, “Your $125 will provide a child with six weeks of music lessons.” Or “Your gift of $200 will feed a family of four for two weeks.”) Use stories, photos, and videos to inspire giving. Use social media channels to send them out.

9.Set up mini-challenges. For example, my graduate alma mater needed to raise an additional $1,448 to reach its goal of $20,000 for a particular scholarship fund. As the end of the fiscal year approached, we wanted to make sure we captured every possible donation we could. In an e-mail I crafted to my peers, I informed them that an alumna had created a mini-challenge. If the school was able to raise the remaining $1,448 from other donors, this person would make a gift of $1,000, sending the fund over the top. Technically, this person had already pledged to donate this amount and had already paid half of it, but those receiving the e-mail didn’t need to know that! At the end of the campaign, we had raised $28,000—$8,000 above our original goal!

Donors want to see you succeed, so many of them will respond with an additional gift if they know it will allow the institution to access more money.

REMEMBER—When it comes to fundraising, the number one return on your investment of time and money are individual donors. They are making 80 percent of all charitable contributions in the United States. Donors who believe in your mission, whose gifts have been properly stewarded, and who have been carefully cultivated are far more likely to make more than one gift per year and to increase their gifts over time. Individual donor programs can provide your organization with the reliable, flexible dollars you need to fill budget gaps and ensure your long-term viability.


1 All references to Giving USA are to Giving USA Foundation, Giving USA 2016: The Annual Report on Philanthropy for the Year 2015, June 13, 2016.
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4 Association of Fundraising Professionals, “Donor Bill of Rights,” 2015, http://www.afpmass.org/Donor_Bill_of_Rights.

5 Tom Ahern, “How MoveOn.org Stupidly and Avoidably Lost Me as a Donor,” September 2014, http://aherncomm.com/ss_plugins/content/content.php?content.5138.




CHAPTER FIVE

Building Your Best Board

The Board

Did you know that in study after study, executive directors and directors of development cite underperforming boards as one of the top three challenges they face? If you’ve ever worked with a board of directors, you know what I’m talking about!

Here are some things that board members do that drive us bonkers:

□Show up late, unprepared, or not at all.

□Look the other way when asked to adopt a leadership role.

□Fail to make an annual gift, or fail to make one that reflects their giving capacity.

□Want you to make budget cuts, but won’t help raise more money.

□Wander off-topic and off-agenda in meetings.

You get the picture.

But did you know that in study after study, board members cite meetings, paperwork, and minutia as the things they enjoy least? If you’ve ever sat on a board, you know why!

Clearly, something needs to change!

An engaged, active board of directors can help you fulfill your mission in new and surprising ways. But good boards don’t just materialize out of thin air—they are the result of strategic, thoughtful work and a year-round investment in recruitment and education. Most of the methods, processes, and structures we’re using are outdated. Given this, it’s no wonder our boards fail to fulfill their duties, let alone their potential. When it comes to nonprofit boards, it’s time to shake things up!

Forces Affecting Boards

There are numerous forces affecting boards, but most people either don’t know about them or don’t pay sufficient attention to them. The history and habits of your board are important to examine, as they are likely to shape its future—because left to our own devices, we all tend to maintain the status quo. Do your board members have a long history of avoiding leadership? Are they in the habit of coming to meetings late or not at all?

One way to address a difficult history or poor habits is by focusing on the future. Brainstorm with your board members about what’s important to them. Ask them what they want to get out of meetings and what kinds of activities would be meaningful to them. Once you have put together these lists, explore ways in which the history and habits of the board may get in the way of achieving the goals you outlined. Then make some agreements about changes that everyone is willing to make.

Finally—and this is the most important aspect of any change process—hold them accountable! With a board that has strong, collegial relationships and a high level of respect among members, this can be accomplished by asking one person to be the Accountability Minder (someone who isn’t involved in running the meeting). When the Accountability Minder sees individuals or the group back-sliding into old, bad habits, he or she can gently remind everyone of the agreements the board previously made. Having a different person adopt this role at each meeting helps raise the awareness and accountability level of the entire group, as each person will take a turn policing the entire group.

Another helpful method is to ask every board member to set an intention at the outset of the meeting. This can be done silently, or each member can share their intention with the group—either way, it helps members be more conscious about the way they behave in the meeting. You can combine this with the Accountability Minder method until the new desired behavior becomes the norm.

Another force that will affect your board is the organization’s stage of development. For each of the three major stages of organizational development—start-up, stabilization, and continued growth—you’ll need a different type of board.

Most nonprofits are formed by an individual or small group in reaction to a crisis or a serious issue they feel needs to be addressed, often in their own community. Start-ups tend to be led by a charismatic, passionate individual who has the personality and connections to gather the resources needed to get the nonprofit started—office space, equipment, funders, and of course people. During the start-up phase, the organization usually has what is a called a “working board.”

At this point, the board—which is likely to be comprised of the friends, family, and colleagues of the founder—is very much an “all hands on deck” body, helping garner resources, get things organized, mobilize supporters, etc. Roles and responsibilities are ill defined because the people who are committed to the cause are simply rolling up their sleeves and doing whatever it takes to get the organization up and running.
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Key people are stretched thin because there aren’t any departments or programs yet. There may not even be an office—people may be meeting in the founder’s home—and there are certainly no office hours. There may not even be a payroll! As a result, board members might assume roles for which the organization might otherwise (and will eventually) pay staff.

The people attracted to start-ups tend to be quick-thinking, action-oriented, and entrepreneurial in nature. The first staff hired wear many hats and continue to do so until the organization has grown enough to require more specialized staffing. The organization’s energy is focused externally, as it marshals the resources needed to establish a firm foundation on which to build the organization. It’s a dynamic time for the organization, marked by vision, passion, excitement, uncertainty, ambiguity, and a bit of chaos. Routines and processes tend to be informal, and the chain of accountability may not always be clear.

As you might imagine, an organization cannot stay in start-up indefinitely. At some point, the organization needs to formalize its operations, establish its desired goals and outcomes, develop projects and programs to address the issues, and ensure that there are paid staff with the know-how, commitment, and follow-through to implement those projects and programs.

Volunteers eventually get burned out or move on, and without sufficient resources like space, equipment, staff, and money to pay staff and bills, the organization can’t gather sufficient momentum to impact the issue it was formed to address. It’s like a baby just learning how to walk—the baby can move, but not in a coordinated, self-directed way.

In order to have an impact, a nonprofit must master stabilization. This is the stage during which systems are established and streamlined—including job descriptions, benefits, policies, and procedures. By now, a predictable cash flow has been established (versus the cash lurch experienced during start-up), the organization has clear goals, a clear structure, and clear expectations—all of which create an atmosphere of predictability and control.

It’s easy to imagine that the quick-thinking, action-oriented people who were attracted to the staff and board at start-up may not be the best ones to manage stabilization, which requires a more linear mindset, attention to detail, and patience. As an organization moves to the next stage of development, it’s natural to see a migration of board members and staff. This is perfectly normal and actually preferable. By moving on, they are simply letting you know that they are not the right people for this stage of organizational development (and they’re not!).

In order to effectively manage stabilization, your board of directors needs to roll their sleeves back down and get out of the supply closet and into the board room. You need them to adopt a governance role, reviewing and approving all those policies, procedures, and systems you need to put in place! Sometimes this can be a difficult transition for them to make, but it’s important for them to stop managing the organization—that’s the staff’s job!

Your founder may or may not make this transition smoothly. Some nonprofits find themselves in the market for a new executive director at this point in their development, while others handle the transition by bringing in an associate or assistant director with a more managerial mindset. Regardless, it’s important for the executive director to shift their focus to ensuring the infrastructure and resources are sufficient to fulfill the organization’s mission.

That being said, stabilization tends to stifle innovation, as the organization’s energy is focused inward, with members of the staff and board busy developing the foundation required for future growth. During this time, the organization is vulnerable to obsolescence, because it may fail to notice important environmental changes and trends. No matter what stage of organizational development your organization is in, it’s important to have a few board members and staff with the opposite personality type the stage requires, as these people will help nudge you to the next stage of development.

For example, coming out of graduate school, I was the third full-time person hired at a community development corporation (CDC) in Worcester, Massachusetts. As an organization firmly planted in start-up mode, we staff wore many hats, which I loved! However, as a systems thinker, the “loosey-goosey” nature of the organization started to wear on me. I kept raising my hand and asking, “What about ______?”

Thankfully, my bosses were open to suggestions and allowed me to take charge of many projects, some of which were aimed at stabilizing the CDC’s operations. I updated our technology, designed a database, started a newsletter, established an individual giving program, identified and wrote grants, developed policies and procedures, and worked with the board to rewrite the bylaws. At the same time, I was developing programs and overseeing projects aimed at neighborhood improvement. Three years after we started working together, we had to move to a larger office because there were now 10 full-time staff. By then, all the hallmarks of a “grown-up” organization were in place as well.

While having a staff and board with diverse personality types can help nudge the organization in the direction of growth, it’s not the most reliable way to achieve growth. The best way to ensure your nonprofit continues to grow is to engage in strategic planning on a regular basis. Given how quickly the world is changing, I recommend that, when planning, nonprofits focus on the next two years and update the plan on a quarterly basis. For more information on how to engage in strategic planning, see Chapter 6.

Strategic planning will also help your organization reach the next stage of development. The key at each stage is to step back, recapture the passion and enthusiasm that was present during start-up to formulate a vision for the future, and then examine the infrastructure to make sure it will support the next stage of growth. Done every two years, strategic planning will keep things fresh and ensure that the work of your nonprofit remains relevant and contemporary.

It is important to note that organizational development is not a linear process. In fact, most nonprofits grow organically, and growth is unlikely to be even across the organization. For example, several programs may still be in start-up, whereas more established programs may be in stabilization mode. The programming may be at one stage while the board is at another. The key is to identify the overall stage of organizational development and then identify the specific developmental tasks needed to get each part to the next stage of its development.

For example, I was working with an organization in Rhode Island at which the board was still in start-up and the programs had already achieved stabilization. The programming was poised for growth, but the nonprofit was being held back by a board that could not provide the kind of support needed to grow the organization. It took 18 months, but we were able to bring the board’s level of development equal to that of the organization. We then engaged in strategic planning to chart out the next steps. Within six months of completing the strategic plan, the programs had experienced explosive growth. The organization was raising significantly more money, had attracted a sizable group of passionate, dedicated board members, and received a national arts award.

The founders and leaders of the organization will have a significant impact on the board as well. The board of directors and executive director are meant to serve as a check-and-balance system and to work in partnership to further the mission of the organization, using a shared leadership model. This means that staff and board have equal levels of responsibility but play very different roles. To prevent duplication or overlap, these roles and domains need to be clearly defined in writing.

In a shared leadership model, executive directors will find themselves both supporting and leading the board as well as engaging it in strategic decision making. At the same time, the board may challenge the executive, test ideas or plans through rigorous inquiry, and engage the executive director in strategic thinking. In a shared leadership model, everyone is responsible for the growth and development of both the executive director and the board.

Of course, your ability to implement a model of shared leadership will depend on whether or not the founder is still around and who’s on the board of directors. Some organizations have a hard time building a high-performing board due to Founder’s Syndrome, which is when the founder maintains a disproportionate amount of power and influence or has outstayed their usefulness. The founder’s passion and charisma, which were so important during the start-up, can actually become a handicap, particularly if the founder is used to making all of the decisions without input from others and then having the board unanimously support them.

Founder’s Syndrome retards organizational planning and growth, squelches creativity and collaborative decision making, undercuts the nonprofit’s ability to gain recognition independent of the founder, demoralizes staff members (who usually leave their jobs, creating a high level of turnover), and undermines the public’s trust in the organization. Left unchecked, it can lead to the failure of the organization. If your organization is suffering from Founder’s Syndrome, I encourage you to hire a consultant who can help!

The performance of a nonprofit board will be affected by the strengths and limitations of its individual members. Each person will bring different strengths and skills to the table. Collectively, the board may or may not possess all of the skills and attributes needed to be a high-performing board (more on this in the section below on recruitment).

Another force affecting today’s boards is the changing nature of volunteerism. The number of volunteers in the United States is declining. While one might assume that the massive number of retiring Baby Boomers (those born between 1946 and 1964)—who are retiring at the rate of 10,000 per day and have been the backbone of the U.S. volunteer force for the past several decades—will fill the volunteer roles at our organizations, many have reached an age at which there is a natural inclination to cut back on activity.

The next generation—Generation X (born between 1965 and 1985)—is much smaller and less likely to volunteer. Generation Y (also called millennials, born between 1986 and 2006) is more likely to volunteer than Gen X because they are just now entering young adulthood, which is when people are most likely to volunteer.

Today’s volunteers from Gen X and Gen Y are looking for a completely different volunteer experience. They want to engage in short-term volunteer activities that are limited to a certain number of hours or days. They want to have fun and participate in activities that are meaningful and produce results. They’re also looking for opportunities to volunteer together with friends or family so they can combine volunteering with socializing. Finally, today’s volunteers demand that you respect their time, which means our organizations have to be prepared to receive them and put them to work!

The requirements of today’s volunteers can make it difficult to recruit new board members, as board appointments tend to last three or more years and being a board member seems to entail a significant amount of minutia. However, if we create shorter terms, employ term limits, implement new practices, and change the way our board meetings are run, we may succeed in getting younger generations to serve on nonprofit boards of directors.

Beyond recruiting younger members, today’s complex environment demands that we change the way our boards operate. High-performing boards are marked by a high level of teamwork—among members and with staff—which leads to synergy and effectiveness. Today’s boards require more people with niche skills. Who out there doesn’t need a lawyer, an accountant, or a social media maven on their board?

The number one selection criteria for any new board member should be a passion for your organization’s mission. It’s easy to teach people about the operations of the organization and how to be a good board member, but without passion, board members are not going to go the extra mile for the organization.

We also need to reconsider the length of each board member’s term. Some board members are elected to serve a term of three years, with the option of renewing for a second three-year term. Gen X and Gen Y are not inclined to sign on for a three-year term. Creating one- or two-year terms provides them with an opportunity to contribute, then move on. Regardless of the length of term, term limits are important, as they ensure that the board is infused with new people, new perspectives, and fresh energy on a regular basis. Term limits also prevent burnout and groupthink, which is when a group has been together for so long that its members no longer think as individuals.

Many boards are cutting back from meeting every month to meeting six to nine times per year, with ad hoc subcommittees doing much of the work and reporting to the larger group via e-mail. Technology is supporting and facilitating board functions—board members are now voting online and attending meetings via phone or a platform like Skype, and a growing number of organizations are storing important board information (contact lists, bylaws, meeting agendas, board minutes, and reports) on a board website, which cuts down on the amount of paper board members need to manage. (Remember, too much paperwork is one of their pet peeves!)

A growing number of boards are holding an annual board and staff retreat to talk about how the organization is doing and where it needs to go. They are shifting their focus from operations to strategy and outcomes and working in an organizational and contextual nature. They are becoming more relational in nature, developing strong working relationships with other board members, staff, and external groups and organizations.

The size and structure of today’s board is more flexible, and leadership is often disseminated across the group. The environment is one of trust, cooperation, accountability, and mutual respect—both among board members and between the board and the executive director. Successful boards work toward shared goals that are part of a larger strategic plan. Shared learning—the ability to learn about and try something new—helps develop knowledge, leadership, and trust.

Timely communication is crucial, so systems need to be in place to simplify and support communication between and among members. Transparency helps promote understanding and trust, which means each board member needs to communicate to the board as a whole about what’s going on with committees, projects, and special initiatives.

The truth is that there is no one model of governance. It’s important to develop a structure and decision-making model that both reflect the organization’s culture and harness the energy and skills of each board member. The bottom line is we need to free up our boards to lead the charge, clear the path, and take our organizations to the cutting edge. The way to achieve this is by providing our boards with the education, training, and support they need to fulfill their potential.

Roles and Responsibilities

Legally, there are a number of roles and responsibilities nonprofit boards must fulfill. According to BoardSource (https://boardsource.org/), which is my favorite, go-to source for all things board-related, these are:

□Duty of care—Each board member has a legal responsibility to participate actively in making decisions on behalf of the organization and to exercise his or her best judgment while doing so.

□Duty of loyalty—Each board member must put the interests of the organization before their personal and professional interests when acting on behalf of the organization in a decision-making capacity. The organization’s needs come first.

□Duty of obedience—Board members bear the legal responsibility of ensuring that the organization complies with the applicable federal, state, and local laws and adheres to its mission.

Beyond this, board members’ roles and responsibilities are to:

□Determine the organization’s mission and purposes.

□Select the executive staff through an appropriate process.

□Provide ongoing support and guidance for the executive; review his or her performance.

□Ensure effective organizational planning.

□Ensure there are adequate resources.

□Manage resources effectively.

□Determine and monitor the organization’s programs and services.

□Enhance the organization’s public image.

□Serve as a court of appeal.

□Assess its own performance.

The problem is that most board members have no idea this is what they’re supposed to be doing! Beyond this, it’s an awful lot to ask from a volunteer board of directors who may or may not possess the skills needed to execute all that is required of them.

When building your board, you need to take into account the nature of the work you do, your unique organizational culture, what is mandated in your bylaws, and all of the forces affecting your board. However, discussing board duties, roles, and responsibilities during the recruitment process goes a long way toward building an effective, high-performing board.

Size

Two words about size—it matters! The size of your board is very much like the tale of Goldilocks—too big, and you’re inviting observers and hangers-on; too small, and there aren’t enough people to do the work, making it nearly impossible to gain momentum. You need the size of your board to be just right.

At present, the size of the average nonprofit board is 15. The ideal learning group is comprised of 9–13 people. Although the number of board members is dictated by your bylaws (which can be changed), there’s no hard and fast rule as to how many people must be on your board. Many states have rules about the minimum number of people that must be on a nonprofit board. For example, in Massachusetts the number is three. However, I don’t know of any states that dictate a maximum. In general, a group of 9–15 is a good place to start. An easy way to deal with fluctuating board size is to change the language in your bylaws, using phrases like “up to” or “between.”

A final word about size: PLEASE don’t keep people on the board just to fill seats! It’s better to have a small board that’s engaged than a large board peppered with deadwood.

Structure

The structure of a board can create unintentional barriers to engagement. If all of the leadership is concentrated in a four-person executive committee (president, vice president, treasurer, and clerk/secretary), it doesn’t leave a lot of room for the development or exercise of leadership across the board. Adopting this structure sends the signal that everyone else is off the hook in terms of taking on any kind of leadership role, and it fails to provide other board members with the opportunity to develop their leadership skills.

There are many ways to structure a board and to disseminate leadership so that everyone is making a contribution. These are only limited by your imagination. However, whatever structure you adopt should be in sync with the organizational culture and provide sufficient infrastructure to support the work of the board and the executive director. For example, one organization with which I consulted decided to create an eight-person steering committee (instead of an executive committee) and have the remaining 12 directors serve on ad hoc project committees that related to their strategic plan or focus on special projects for the period of one year. At the end of the year, people could stay on or step down from the steering committee as they desired, with the caveat that each person’s status as a steering committee member had to be confirmed by two-thirds of the board.

Full board meetings were held every other month, and the steering committee met with the executive director every other Friday morning before work. After each meeting, the head of the steering committee sent out an e-mail to the rest of the board, letting them know what was discussed and decided. If any members at large had questions or concerns, they let everyone know within 48 hours so the issue could be raised at the next steering committee meeting. In several instances, the board member with the concern was invited to the steering committee meeting. If the issue was still of concern, it was added to the next board meeting agenda.

The ad hoc committees and special project teams e-mailed everyone status reports at the end of each month. The same process was used to monitor their work. Any questions or issues of concern were raised immediately and, if not resolved, placed on the next board meeting agenda for discussion. While it took a while to work out the communication process, this structure freed up board members to work on projects instead of sitting in meetings.

As a result, board members were able to complete some significant projects. For example, a physician board member organized brown bag lunches at each of the organization’s residential facilities to review client medications for harmful drug interactions. A lawyer board member had the time to meet with parents to discuss estate and care plans for their developmentally disabled children after the parents had passed. In each instance, board members were able to leverage their skills to make meaningful contributions to the organization’s clients and their families!

Boards are moving toward a zero committee approach, forming committees only as absolutely needed. This is because we often create committees for the sake of creating committees, which is a waste of people’s time. (Remember, today’s volunteers demand that we respect their time!) Use committees to complete work, involve outsiders, and develop new leadership. Base committees on the organization’s strategic plan, and make sure they are action-oriented and authorized to make decisions. The only committees a nonprofit needs are a finance committee and a board development committee—everything else is up for discussion. However, before disbanding committees, be sure to check local nonprofit law, which varies from state to state.

Many boards have also done away with their executive committee. Traditionally, this committee intervened in a crisis and spearheaded the executive director’s performance review, but there are other ways to cover these bases. When it comes to a crisis, you may find that your board is ill-equipped to provide advice and support. What’s more useful is to assemble a problem-solving team of people with expertise in the area of the crisis at hand and keep the board informed as things progress. When it comes to the executive director’s annual performance review, an ad hoc committee of two people can spearhead and oversee the process.

The structure of each nonprofit board needs to reflect the organizational culture, support the organization’s mission, provide guidance and support to the executive director, and fulfill the duties, roles, and responsibilities required by law. Beyond that, there are many possible configurations.

Composition

The composition of your board is critical. You need the right mix of the right people at the right time to support your nonprofit’s particular stage of development and to carry out the tasks outlined in your strategic plan. This means that recruitment must be a strategic process.

In general, the more diverse your board, the better, and I mean “diverse” in every sense of the word—age, race/ethnicity, gender identity, sexual orientation, education, socioeconomic status, skill set, personality type, etc. Diverse boards have access to multiple perspectives, skills, attitudes, and cultures. Channeled properly, diversity leads to creativity and innovation. Given the demographic and generational shifts going on in the United States, rethinking board composition is imperative to long-term organizational viability.

I use the following matrix to help nonprofits assess the current and ideal composition of their board:









	Board Recruitment Matrix




	Characteristic

	Current Members

	Potential Members




	AGE

	 
	 



	Over 60

	 
	 



	45–60

	 
	 



	30–44

	 
	 



	Under 30

	 
	 



	GENDER

	 
	 



	Male

	 
	 



	Female

	 
	 



	Transgender/gender fluid

	 
	 



	INCLUSIVITY

	 
	 



	African American

	 
	 



	Latino/Hispanic

	 
	 



	Asian

	 
	 



	Native American

	 
	 



	Multiracial

	 
	 



	Caucasian

	 
	 



	Christian

	 
	 



	Jewish

	 
	 



	Muslim

	 
	 



	Geographic area/neighborhood

	 
	 



	Income bracket

	 
	 



	SKILLS

	 
	 



	Human service management

	 
	 



	Public relations/communications/social media

	 
	 



	Finance (book-keeping, accounting)

	 
	 



	Fundraising

	 
	 



	Business

	 
	 



	International affairs

	 
	 



	Government

	 
	 



	Legal

	 
	 



	Technology

	 
	 



	Entrepreneur

	 
	 



	Well-connected

	 
	 



	Wealthy

	 
	 



	Other: _____________

	 
	 



	Other: _____________

	 
	 



	Other: _____________

	 
	 



	Other: _____________

	 
	 



	Other: _____________

	 
	 





This matrix provides just a sampling of the categories an organization might use. Categories can be added or subtracted as needed. Select the ones that best reflect your organization, its mission, the nature of its programming (for example, a nonprofit with a mission to treat addiction might want to recruit a few people from the field of recovery), its stage of organizational development, and other important factors such as religious affiliation. Completing this matrix will help your organization identify the people it needs to recruit to expand the board or fill upcoming vacancies.

It’s also important to consider the attributes you’d like your incoming board members to possess. Some of the attributes my client organizations have sought include:

□Strategic thinker—think tactically when making decisions.

□Committed to the organization—its mission, vision, and purpose.

□Prepared—come to meetings informed and ready for the day’s tasks.

□Enthusiastic—about the organization, its mission, services, and direction.

□Willing to learn—always ready to learn more about the agency and about skills to become a better leader.

□Diplomatic—with other board members and when representing the agency.

□Focused—directs the organization without getting side-tracked or bogged down in detail.

□Perspective—has a broad understanding of the organization and the context in which it operates, is open to the ideas and experience of others.

□Integrity—does what’s right for the organization, is ethical in his or her dealings.

□Understands confidentiality—of personal issues, decision-making process, financial information, etc.

□Encourages calculated risk-taking—by both the staff and board.

□Reflective—doesn’t make impulsive decisions, takes all factors and possible consequences into consideration.

□Honest—doesn’t just vote with the crowd, asks questions and airs disagreements or concerns.

□Follows through—on any and all areas of responsibility.

□Team player—supports the board’s decision, puts the needs of the organization first.

□Respectful—toward other board members, staff, program participants.

There may be other attributes that are important to your organization—feel free to add or subtract from this list as you see fit!

A word about inclusion—just because someone has a status that may make it difficult for them to make it to meetings (for example, a single mother or a person with a physical disability), don’t write them off. With support and accommodation, they could be an excellent board member. For example, I worked with a group in Connecticut with a board member who had become disabled after a serious car accident. When he had recovered from his injuries, he wanted to return to the board but didn’t always have the energy to physically attend meetings. The board decided he could attend meetings via Skype when he wasn’t feeling up to making the trip, thus enabling him to continue his service to the board.

Identification and Recruitment

Strategic recruitment is central to building a stronger, more active board. Board recruitment must be a planned, ongoing, strategic process and not just something that happens a month before the annual meeting! Engaging in the process year-round gives you time to identify, cultivate, and recruit quality candidates.

Be sure to recruit people who are first and foremost passionate about the organization’s mission. If your board cares about the cause, they’re usually willing to learn the skills needed to be a productive board member. It’s also important to recruit new members based on strategic diversity (which can be achieved using the above chart) rather than personal connections.

A surefire way to improve the performance of any board is to retire the nominating committee and adopt a board development committee, a group of three or four people who take charge of the growth and development of the board. This group’s job is to clean up the board, keep it in prime condition, make it hum!

One of the first jobs of the board development committee is to collect a list of 25–100 names of potential board members. This may sound like a lot, but names can be submitted by other board members, staff, and organizational stakeholders, such as volunteers. If 10 people submit 5–10 names each, the list will be finished in no time. When thinking about prospective new board members, consider the following groups:

1)Clients/customers/audience—anyone who benefits from the work

2)Members/donors

3)Volunteers

4)Committee members

5)Other boards

6)Professional associations/networks

7)Public officials

8)Friends who are passionate about the cause

Board members should also keep their eyes open for potential nominees year-round, submitting names to the board development committee on an ongoing basis. Preferably these people will already have had exposure to and experience with the organization, as they are more likely to become productive board members.

One of the tools I use to identify prospective board members is called the VIP (Very Important Prospect) game. The central question to answer in this exercise is, “Who are the people who can help catapult our organization to the next level?” I encourage people to think big and broad—to identify people who could, with very little effort, make a huge impact on the organization’s behalf.

They can be community, civic, political, philanthropic, religious, corporate, or social leaders. They need to be generous with their time, treasure, and talents, but of equal importance is that they are important opinion leaders who can influence many other people. For example, a client I was working with in Rhode Island was able to recruit a young woman who was not only the aide to the mayor of Providence, but also the girlfriend of a member of the Dropkick Murphys (a popular band). As a young, well-connected, energetic board member, she played a significant role in boosting the visibility of the organization in ways and among people the organization otherwise could not reach.

If you want to play the VIP game with your board, here’s how to do it:

1.Give everyone a sheet of paper.

2.Ask them to identify 5–10 people who help could catapult your organization to the next level. Encourage them to be aspirational with their lists! The only caveat is that the people on the list need to be people your organization could reasonably approach.

3.Tell them they DO NOT need to turn in their list (though they will be discussing it with other board members). This will help them let go of any embarrassment they may feel about sharing their list, which will fuel their creativity.

4.Once they’ve brainstormed a list of names, have them write down some ideas on how the organization might reach these individuals.

5.Once they’re done, have them pair up with the person sitting next to them and discuss one of the names on their lists. Then the other person shares one name from their list. After 3–5 minutes, have each board member pair up with a different board member and repeat the exercise. After 2–3 rounds of this, have them return to their seats.

When everyone is seated, ask everyone what their experience was like. Have them share the name that excited or inspired them most. Write these names on a sheet of paper where everyone can see them. Review the list, ranking each name as follows:

ASomeone in the room knows this person, feels he or she would be very open to having a conversation about getting more involved with the organization. Be sure to note who knows this person!

BSomeone in the room knows this person, but isn’t sure if he or she would be open to getting more involved. As with A-listers, be sure to note who knows this person.

CNo one knows the person, or the general feeling is that he or she would not, at present, be open to being involved. (Do not ASSUME that the person would not be open to involvement. You must KNOW it—for example, if she is undergoing treatment for breast cancer or some other huge, life-altering event).

Once you’ve ranked the entire VIP list, the board development committee can add the candidates to its ever-evolving list of potential board members.

Other ways to identify potential board members are to:

1.Circulate a “board member wanted” ad via your newsletter, your e-mail list, social media (Facebook, Twitter, etc.), in your community newspaper, or on one of the following websites:

www.idealist.org

www.boardnetusa.org

www.volunteermatch.org

www.bridgestar.org

2.Appear on your local public-access television station (preferably with a board member), to talk about your organization, the board, and the need for new members.

3.Create a PSA and ask a local radio station to air it for you.

4.Connect with other area organizations and offer to give them the names of good board members whose terms are ending in exchange for the names of theirs.

5.Contact the local chamber of commerce to see if they know of members who might make good board members. Often there are companies or professional organizations that mandate community service for their members.

The board development committee needs to gather as much information as possible about each potential candidate, so they can identify if he or she might fill one of the membership gaps that were identified using the matrix. Prioritizing the list will also make follow-up much easier. Once the first draft of the list is complete, it should be reviewed by the entire board, as board members may have additional relevant information to add.

The board development committee can then follow up with the individuals at the top of the list, talking to them over the phone to assess their interest. If the person expresses an interest in learning more, the committee member then invites them to the organization for a tour and an opportunity to learn more about the board. The board committee can enlist other board members in the initial phase of recruitment, but it’s important to provide them with the information, training, and script they’ll need to make these calls.

During this meeting, candidates need to be provided with a job description and information regarding expectations, attendance, and roles and responsibilities. Some boards also ask candidates to complete an application. If, after the meeting, it becomes clear that the person is not yet ready to join the board but is interested in getting to know the work of the organization better, find another way for them to help—a committee, a volunteer activity, etc.

If the person expresses interest in joining the board, invite them to attend an upcoming board meeting so they can meet the other members of the group and get a feel for how the board operates. Be sure to have the candidate introduce himself to the group and provide him with an opportunity to ask questions of other board members.

After the meeting, the person who invited the potential candidate should follow up to ask her about her experience and see if she have any questions. If, at that point, the candidate is still interested in joining the board, rather than waiting until the annual meeting—by which time your candidate may have lost interest or joined another board—a vote should be taken at the next regular board meeting. Once the new member has been voted on to the board, orientation and activation should take place immediately.

Orientation and Activation

It’s the board development committee’s job to train new board members. Some boards have formal processes that include PowerPoint presentations, videos, or orientation sessions with the board president and executive directors. At the very least, orientation should consist of a tour of the organization and a review of the board manual. The contents of the board manual should include the following:

□Description of the organization’s vision, mission, and goals.

□Definitions of commonly used terms.

□Organizational chart with job descriptions.

□Description of programs and services.

□Description of the board’s role.

□List of committees (with statement of purpose for each).

□Statement of board policies.

□Description of decision-making model and type of meeting agenda used.

□List of upcoming board meetings and other events.

□A copy of the organization’s constitution and bylaws.

□The organization’s most recent strategic plan.

□A list of other board and staff members with contact information.

□Codes of conduct.

□Oath of confidentiality.

□Abuse and harassment policy.

□Conflict of interest guidelines.

□Travel remuneration procedures.

□Nomination procedure for new board members.

□Financial structure and policies related to check signing.

□Insurance policy (directors’ liability information).

□Risk management strategy.

□Media/public relations policy.

□Up-to-date audited financial statements.

□Copy of the current budget.

□Copy of the most recent annual report.

□Copy of the most recent income statement.

□Goals for the upcoming year.

□Copy of minutes from previous board meetings.

□A form outlining each board member’s commitment, role, and responsibilities which the board member can sign and return.

□Copies of any publications such as brochures and other promotional materials.

You can post most, if not all, of this information on a board website.

Ensure that board expectations and job descriptions, duties, and responsibilities are in writing and clear to everyone involved. Job descriptions establish common expectations, level the playing field for all board members, serve as a foundation for individual and group evaluation, provide accountability, and can serve as a recruitment tool. The descriptions should be reciprocal—not only listing what each board member is expected to contribute, but what she can expect to receive in return.

The average board member contributes 5–10 hours per month to the organization they serve. This includes meeting preparation, committee work, fundraising, attending events, and miscellaneous tasks. Each member should be asked to make a financial contribution that is in alignment with their resources. Job descriptions can be tailored to meet the gifts and availability of each board member, outlining their intentions. The job description should also indicate the committees and projects the board member intends to work on.

Since nonprofit board service is a quirky endeavor, it works well to pair each new board member with a veteran member for the first six months of the new member’s service. Touching base before and after each board meeting lowers the learning curve for the new member, helps him engage more quickly, cuts down on the new kid/old guard dynamic, and counters groupthink.

New members should be assigned and oriented to a committee as soon as possible so they are immediately engaged in the work of the organization. Someone from the board development committee should check in with new members three months into their service to gather feedback about their experience as a new member, as well as the recruitment, orientation, and activation process.

When it comes to the end of a board member’s year of service, don’t assume that everyone is going to continue. It’s important to ask if this person is worthy of renewal. What have they contributed over the course of the past year? By checking in with each board member each year and talking to them about their board experience, you’ll be able to nip problems in the bud, provide additional support as needed, and ensure that everyone who’s on the board truly wants to be there.

Evaluation and Education

Investing in the growth and development of board members is essential to improving its performance. The best way to identify the board’s strengths and growing opportunities is to conduct a self-assessment, then develop a plan for addressing those opportunities for growth. The areas in which the board needs additional training and support might relate to the organization’s mission (e.g., best practices in addiction treatment), administrative processes (e.g., how to read a budget report), or board-related issues, such as identifying potential new members. Topics should also relate to the organization’s strategic plan.

You can maximize the expertise of your board members by taking a regular inventory of their skills and attributes (which also informs board recruitment efforts) and getting them to share those skills with their fellow board members. Board education can also be provided by the executive director or other staff (for example, the director of development can train the board on soliciting gifts) via in-services, conferences, retreats, or guest speakers. The important thing is that the board identifies its opportunities for growth and develops a plan to attend to them.

Don’t forget to celebrate! As the saying goes, “All work and no play makes Jack a dull boy.” Be sure to integrate fun and celebration into the life of the board. I served on one board in which each member shared updates and celebrations at the beginning of each meeting. That provided an opportunity for everyone on the board to share and celebrate with one another, provide encouragement and support when needed, and deepen our relationships. It did wonders for our morale, too! Another board I worked with holds two meetings per year at a local restaurant to break things up and provide board members with a more collegial atmosphere. Remember, today’s volunteers want to have fun, so it’s important to find ways to spice up board meetings!

Board Meetings

Meeting Structure

Basic organizational structure can help maintain the board’s momentum—this includes the use of clear agendas and scheduling regular meetings (e.g. the second Tuesday of the month at 7:00 p.m.). The process for adding items to the agenda needs to be clear, as does responsibility for facilitating the meeting and taking minutes. Board meetings need to start on time, regardless of how many members are in the room, and end at the appointed hour. I recommended that board meetings last no more than two hours.

High-performing boards also encourage board initiatives, giving members the space to try out new ideas and projects while putting in place a system for accountability. High-performing boards recognize that board members also serve as volunteers, which means they acknowledge that people are fitting board service into already busy lives, and are therefore realistic with regard to expectations and timelines.

Agendas

Did you know that the traditional agenda used at board meetings is called a liturgical agenda? The liturgical agenda looks like this:

1.Call to order

2.Approval of last month’s minutes

3.Reports from the executive director, board chair, committees, and treasurer

4.Old business

5.New business

6.Adjournment

While I’m sure there are some very inspirational clergy out there, my experience is that most people who attend religious services check their watch (or phone) at least once to see how much time is left. Can the same be said for our board members? By the time we get to new business, isn’t everyone pretty much itching to get out the door? Before that, the entire meeting is focused on what has already happened, which is far less exciting than focusing on the future.

If we want our board members to be engaged and make a contribution, we need to create space for that to happen. There are at least four other types of meeting agendas out there.

1.Table Agenda—This is best for linear thinkers. The Item, Who, Time, and Desired Outcome cells are all completed before the meeting. The Action Taken and Notes columns are completed during the meeting. The agenda is thus turned into minutes.












	Table Agenda




	Item

	Who

	Amount of Time

	Desired Outcome

	Action Taken/Actual Outcome

	Notes




	 
	 
	 
	 
	 
	 



	 
	 
	 
	 
	 
	 



	 
	 
	 
	 
	 
	 



	 
	 
	 
	 
	 
	 



	 
	 
	 
	 
	 
	 





2.Action Agenda—This agenda puts action items at the top. It is best suited for boards whose members have limited availability and need to take votes or other actions at the beginning of a meeting (think lawyers):

1.Action Items

2.Discussion Items

3.Reports, etc.

3.Operations Agenda—This agenda is organized based on what an organization does.

1.Call to order

2.Approval of last month’s minutes

3.Program/service areas:

i.Finances

ii.Programs

iii.Technology

iv.Fundraising

v.Etc.

4.Timed Agenda—When a timed agenda is used, a certain amount of time is allocated to each item. For example, the approval of the last meeting’s minutes may only take 5 minutes, whereas a discussion about the upcoming year’s budget may require 45. This can be used with any one of these other models and is useful with a weak chair or a board that tends to wander or ramble off-topic.

The Consent or Summary Agenda

I want to address this kind of agenda in some detail because it is my favorite. Why? Because it allows you to sweep each report off the agenda in a single vote, provided there are no questions. If there are questions, then that report gets pulled from the vote and discussed in greater detail after the others have been voted on.

That leaves the rest of the meeting to discuss new business! You’ve just created a whole lot of time and space for training, discussion, and special projects. Chambers of commerce and commissions have been using this model for ages. It looks like this:

1.Consent items—taken care of with one vote!

a.Minutes

b.Executive director’s report

c.Chair’s report

2.Committee reports

3.Financials

4.Other reports

a.Discussion items, then vote to accept outstanding report

b.New business



If there are questions about a report, members have permission to remove that item from the consent vote to the discussion portion of the meeting. Once the questions and concerns are resolved, the group votes to accept that report.

To really work, the consent agenda requires trust and communication plus a clear orientation and training for all board members. It also requires that all reports are submitted to board members at least one week ahead of the board meeting and that each member read those reports so they are making informed decisions when it comes to voting.

New business items should be tied to your strategic plan AND linked to the outcomes of the board’s annual self-assessment. These items can include trainings, a discussion of best practices in your industry, brainstorming potential board members, special projects, trends, etc.

When my clients move from using a liturgical to a consent agenda, their level of organizational synergy increases considerably. In other words, everyone is in the same boat, rowing in the same direction. Executive directors tell me they are happier with the performance of their board and feel like their board members are more engaged and active. Board members tell us they actually enjoy attending meetings, feel more engaged, and are more satisfied about their ability to make a contribution.

As is the case with board structure, the meeting agenda type needs to reflect the organization’s culture. Also, the ambience of the boardroom needs to support whatever type of agenda is being used.

Decision-Making Models

The most commonly used model of decision making used by boards employing the liturgical agenda is called Robert’s Rules of Order and Parliamentary Procedure. This is a complex set of rules published in 1876 that were initially designed to ensure that everyone in the British Parliament had the opportunity to be heard.

In most nonprofit board meetings, Robert’s Rules are used primarily to move the board to a vote. A board member makes a motion, such as, “I move we adopt the strategic plan as presented by Consultant X.” Once a motion is made, someone must second the motion. Only then is the issue open to discussion.

Once the discussion has come to a conclusion, an amended motion can be made. For example, “I move we adopt the strategic plan, with the changes noted, as presented by Consultant X.” At this point, the chair takes a vote by asking for a show of hands: “All those in favor? All who dissent? All who abstain?” If the majority of board members vote in favor, the motion is carried and the chair says, “so moved.”

The person charged with taking the minutes needs to note who made the motion, who seconded it, any discussion held, all changes or amendments made, the wording of the amended motion—if one was made—and the number of people voting in each category.

The problem is, the people serving on U.S. nonprofit boards do not live in a parliamentary society and are therefore unfamiliar with the complexities of Robert’s Rules. Trying to follow the rules can be confusing and prevent participation. If you’re not sure what the steps are, how do you know when to ask a question? The complexities also intimidate many people, particularly those with lower levels of education or those for whom English is not their primary language. For boards that want to foster and facilitate participation and engagement—and particularly for boards with consumers on them—Robert’s Rules may not be the best model of decision making.

The same holds true with democracy or majority rules. If the voter turnout in the 2016 U.S. presidential election is any indicator, today’s voters are feeling disempowered and disengaged. Many U.S. voters feel that voting doesn’t make a difference because the country is run by an elite group of politicians and businessmen. There are many areas of our society where democratic principles are not in play. School, the workplace, religious institutions, and many other types of organizations are hierarchical in nature, with the power and decision making concentrated at the top. Most of society is ruled by power, status, and money—not democracy.

Using the majority rule method of voting creates a majority and a minority—in other words, winners and losers. If you can get most people to support an idea, then it will be voted in, and the concerns of the people who opposed it can be ignored. This situation can foster conflict and distrust, and often leaves the minority feeling disempowered by the process. It may also lead to the loss of some of your board members!

The will of the majority is seen as the will of the whole group, with the minority expected to accept and carry out the decision, even if it is in conflict with deeply held beliefs. A majority will find it easy to steamroll an idea over a dissenting minority rather than looking for another solution that could be acceptable to everyone. People might sometimes choose to bow to the will of the majority, but in a voting system in which people constantly find themselves in a minority, they can become disempowered and disengaged. These are not the dynamics we want in play when it comes to our boards.

Consensus is a model of decision making that is more participatory and inclusive in nature because it is based on reaching agreement between all members of a group. Consensus means that the group is committed to making decisions that work for everyone in the group, not just the majority. It doesn’t mean that everyone in the group is thrilled with the decision. Rather, it means that everyone in the group can live with the decision.

Consensus is a four-step process:

1.Introduce and clarify the issue.

a.Explain the issue, why it needs to be discussed, and all relevant information. Outline the parameters of the discussion—decide what decisions need to be made, when they must be made, and who needs to be involved. Allow plenty of time for questions and clarification.

b.Explore the issue and look for ideas. Give people time to think about the issue and to express ideas and concerns. Place these on a piece of paper that everyone can see. Make sure everyone gets a chance to talk or ask for clarification as needed.

c.Collect ideas for solving the problem. Use techniques like brainstorming and break-out groups to generate ideas for solving the problem at hand. In generating ideas, be sure to keep the concerns in mind. Make sure to leave enough time for a broad-ranging discussion to take place.

2.Look for emerging proposals.

Start with a summary of where you think the group is. Outline the common ground, as well as unresolved differences. Start building a proposal from the common ground. Look for ideas on how the differences can be resolved. Focus on solutions that address the needs and concerns that people have. Keep combining ideas until you find a solution that works for everyone.

3.Discuss, clarify, and amend the proposal.

Keep combining ideas and refining the proposal until all concerns are addressed. Give people time to process and share their thoughts.

4.Test for agreement.

Clearly state the proposal. Post it in writing for the whole group to see. Make sure everyone understands the proposal and that there are no objections. If there are no objections, the group moves to adopt the proposal.

To be effective, all members of the group need to be trained in the consensus model of decision making. Many groups use a modified consensus model, which means that the board will not take a vote until everyone is ready to vote “yes.” As is the case with the type of agenda and structure of your board, the model of decision making you adopt should reflect your organization’s mission and culture and allow every board member to fully participate.

Boards and Fundraising

Your board members’ worst fear is that you’ll ask them to raise money. Why? Well, let’s think about this for a moment.

Would you ask your board members to be volunteer dentists for the weekend? Of course not!

Yet we ask our board members to serve as fundraising professionals, a job they may or may not have the knowledge, tools, and confidence to take on. If we want our board members to fulfill their role in securing resources for the organization, we need to provide them with the training, support, and coaching they need to boost their confidence in this arena. This can’t just take place the night of your phone-a-thon, either. Fundraising must become a regular part of the board’s conversation and training regimen.

Another reason board members are afraid you’re going to ask them to raise money is that too often we expect board members to trespass on their personal relationships. Most people don’t want to ask their friends, family members, and coworkers for money, for two reasons. First, money is a taboo subject in our society, and most of us are uncomfortable discussing it. Second, they’re afraid their friends, family member, and coworkers will ask for a reciprocal donation in the future, and they don’t want to be beholden to them.

What if, instead, we asked our board members to talk to people about what they love about the organization’s work and why they volunteer their time and donate funds to support it? What if we asked our board to make heartfelt connections with our donors instead? The following exercise will help your board members identify the answers to the questions I just posed.

Have board members close their eyes. Ask them the following questions:

□Why do you give up your precious time to be on the board?

□Why this agency instead of another?

□What do you hope to contribute by volunteering?

Have them open their eyes and write down their answers. They don’t have to share them with anyone, but the next time you want them to work a room or participate in the phone-a-thon, remind them to recall this exercise and their answers to these questions. It will most definitely shift the mindset with which they approach the activity!

Another way to engage board members in fundraising is to disband the fundraising committee! Fundraising is the job of every board member. By assigning all of the fundraising responsibilities to the executive director or director of development and a small fundraising committee, we:

□Undermine the organization’s fundraising potential—The more people an organization has raising money, the more money the organization will have!

□Send the message that the board does not have to participate in fundraising activities; or if they do, they must participate only in a minimal way.

□Send the message that fundraising is not important.

In order to build a culture of philanthropy across the organization, board members need to be involved in fundraising activities on a year-round basis.

Board members need to give as generously as they can and make sure the organization is among their top three charities. Sometimes it’s helpful to set a goal for total board giving (for example, $5,000). Instituting a 100 percent giving policy increases credibility when asking others to donate, demonstrates the commitment level of the board, and helps leverage outside funds.

There are numerous ways in which board members can contribute to fundraising, because there are a number of components in the donor cycle—identification, education and cultivation, asking, recognition, acknowledgment, and deepening the relationship with the organization. One way to engage board members in fundraising is to have each one craft an individualized fundraising agreement, which includes:

□Their own plan for giving.

□The strategies in which they plan to be involved.

□The ways they will be involved and the timing of their involvement.

□The amount of money they believe their participation will raise.

□The help they need from others in order to be successful.

A sample Individual Board Fundraising Plan I developed for one of my clients appears on the next page.

Here’s a list of other things your board members can do to help with fundraising:

1.Make a significant annual gift.

2.Join your monthly donor club and advertise the fact on social media.

3.Promote the organization and its events on social media.

4.Make a short video about why they’re board members and distribute it via social media.

5.Sign thank-you letters.

6.Handwrite thank-you cards.

7.Make thank-you calls to donors.

8.Write an appeal letter.

9.Add personal notes to appeal letters.

10.Write letters to request in-kind donations.

[image: Huck]

Sample Individual Board Member Fundraising Plan

11.Write an article for the organization’s newsletter or annual report.

12.Write an article for the local newspaper.

13.Go on the local public-access television or local radio program to talk about the ways you’re changing the lives of your clients.

14.Speak at programs and events about the important work the organization is doing.

15.Include your organization in their estate plan.

16.Help conduct prospect research.

17.Help conduct grants research.

18.Help at events.

19.And anything else you can think of!

Are your board members fulfilling their potential—as individuals or a group? If you’re using the best practices list above, then it’s most likely because you haven’t yet figured out what kind of contribution they can or want to make. Don’t be shy about asking board members to help out—many board members prefer being asked to take on a specific task (or tasks), because it gives them a concrete way to contribute.

Can they help? If the answer is “no,” then is it an issue of capacity? Confidence? Or (as most of us assume) a lack of willingness? Many times, board members want to contribute but aren’t getting the guidance, training, or support they need to do so. If a board member is not engaged, it’s your job to get to know them and ask what kind of contribution would be meaningful and feasible for them to make and then take the steps needed to help them make it.


CHAPTER SIX

Strategic Planning as a Donor Engagement Tool

Strategic Planning—Why Bother?

With the world changing as quickly as it is, it might seem like strategic planning could be a colossal waste of time. Between government budget cuts and the unpredictable nature of the stock market and the impact that’s having on foundation giving, now more than ever we need to motivate our communities to support us—with their time, their treasures, and their talent. Beyond this, nonprofits need to maintain their independence as freestanding, self-governed organizations. The best way to do this is to determine our own path and create our own future.

Does your organization have a clear plan for reaching its next stage of development? Does everyone know where the organization is headed? Are the staff and board all rowing the boat in the same direction? If not, it’s time for your organization to do some strategic planning!

Periods of uncertainty might seem like the least opportune time to conduct a strategic plan. Our instincts tell us to pull back, hunker down, protect what we have, and wait for the storm to pass. However, in today’s congested, competitive marketplace of 1.5 million U.S. nonprofits, we need to be clear about our vision, mission, the means by which we plan to achieve that mission, and the results everyone can expect so we can attract and retain the resources we need to succeed.

The people who show up at your door looking for help NEED your organization to be here three years from now, five years from now. Until the problem your organization was born to address has been resolved, people are going to need you to continue fulfilling your mission. Don’t let an uncertain marketplace keep you from formulating a plan for a fabulous future! By taking control of our organization’s growth and direction, we can make sure that we’ll be here for our clients for many years to come.

It can feel overwhelming to think about adding a strategic planning process to our already overloaded plates. However, strategic planning does not have to take a tremendous amount of time or effort to be effective. In fact, if we take the time to set up a planning process, it’s possible to make strategic planning and thinking part of our annual organizational cycle.

Strategic planning provides the perfect vehicle through which to obtain a higher level of organizational synergy and chart an exciting course for the future of the organization. It’s also a great way to:

□Energize your board and staff.

□Create a set of shared organizational priorities.

□Enhance your level of teamwork.

□Engage stakeholders more meaningfully in the life of the organization.

□Strengthen the connection with your fan base.

□Create strategic and powerful partnerships.

□Increase the impact of your programs.

□Solve organizational problems and rid yourself of “organizational vampires.”

□Improve the organization’s performance.

□Increase the ability of the organization to be proactive rather than reactive.

Identifying your niche and playing on your strengths helps attract and retain quality staff, committed and active board members, funding, and other resources. However, it’s important to plan with integrity. We need to be ready for, and serious about, undertaking a participatory planning process. Otherwise, we risk wasting resources—including people’s time, energy, and good will!

In order to determine if your organization is ready for strategic planning, you need to answer the following questions:

1.What purpose would strategic planning serve for our organization at this time? Why do we want to engage in planning? Why now?

2.What would our organization gain from engaging in a planning process?

3.Are there any barriers to planning or concerns we have going into this process? What could we do to address those barriers and concerns?

There are circumstances when you might choose to delay the planning process, such as when the organization is embroiled in a crisis (financial problems, abrupt and conflicted departure of executive director, etc.), the executive director or board chair is not an eager participant, the board is weak, the motivation for planning is external (i.e., required by funders), or implementation is unlikely. It is best to engage in strategic planning when the organization has the time and the breathing room to give planning its full attention.

The 360° Strategic Plan

I use a 360°, three-phase participatory approach to strategic planning to help catapult nonprofits to the next level of organizational development. This approach engages organizational stakeholders in the process in meaningful ways, leads to a much higher level of buy-in and support for the changes the organization decides to make, and builds the capacity of the organization to engage in strategic thinking and planning on an ongoing basis.

Phase One—The Intake

The first step is to pull together a representative group to serve as a strategic planning committee. We work closely with this group to oversee and guide the strategic planning process. The team can be comprised of 5–12 people, but should include a mix of staff and board members. External stakeholders are not always a great addition, because they usually do not know enough about the inner workings of the organization to contribute in a meaningful way.

When building the committee, remember the Rule of Twos! Never invite just one member of a group that already experiences oppression or discrimination to join your group. For example, don’t just have one person of color, one woman, or one young person, because not only may they end up feeling like the token representative of that group, but their being alone can reinforce their feelings of marginalization.

It’s important to be inclusive. Since not everyone can be on the strategic planning committee, it’s crucial to decide how and when you’ll communicate with the entire board and staff about the process. To avoid problems, the strategic planning committee needs to answer the following questions:

•Who’s going to report to whom?

•What information will be shared?

•How often/at what points in the process will we report out?

•To whom do people direct questions/concerns?

•Who has voice and who has vote?

Since most people don’t deal well with change and strategic planning is all about change, we need to help reduce anxiety and resistance by clarifying the planning process, the timeline, the different opportunities for participation, and each person’s role in the process. Be sure to provide the board and staff with the answers to the above questions so they’re fully informed. It’s helpful to let everyone know that feelings of anxiety and discomfort often accompany the strategic planning process and that it’s perfectly normal if they’re feeling nervous.

The next key task is to decide which three to five key questions you want to answer through the planning process. One of the questions I always include is: “What would great outcomes look like for your clients? What would it take to deliver great outcomes consistently?” I insist that this question be included because most of us got into this business to make the world a better place, so why not aim high? Other key questions should be based on internal and external factors and trends that concern the organization. These questions will be incorporated into the intake phase of planning and form the foundation for the work at the retreat.

Here are some of the key questions that came up for a client we recently started planning with. This organization is a small, faith-based agency with a single, full-time staff person who mobilizes volunteers to take action on issues that disproportionately affect low-income, minority, and newcomer residents. They were established in 1993 and have had only one director.

□How do we want to handle the upcoming retirement of our executive director?

□As a faith-based organization, what does the decline of traditional congregations mean for us? What might membership look like in the future?

□How can we reach out to and incorporate the growing number of nontraditional congregations that serve many of the city’s newcomers?

Be sure to get the input of the staff and board in terms of what the key questions should be. If there are too many, pick the five questions that, when answered, can help catapult your organization to the next level—because if you’re going to go to all the time and effort to engage in strategic planning, you may as well be bold!

Once you’ve determined the questions you want to answer via the planning process, the next step is to decide which stakeholders to engage. Some of the groups you might choose to include are in the 360° Strategic Plan Diagram on the next page.
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360° Strategic Plan Diagram

These groups can be engaged in the process via surveys, interviews, or focus groups. We usually work with our clients to determine which stakeholder groups to engage, as well as the means through which to engage them. For example, one client needed the input of local school principals, who are hard to get to a meeting, so we interviewed each one of them over the phone. We held a focus group with clients in one of their programs, as they were on-site on a regular basis, and distributed surveys to the parents involved in another, as they were usually in a rush when they were on-site.

Sometimes, there are special circumstances to which you need to pay particular attention. For example, one of our clients was serving a significant number of minorities and newcomers, so we had to translate the survey into (and out of) five languages. Thankfully, the staff spoke three of them, but we had to pay to get the other two languages translated. Because of this, the survey we developed was much more quantitative in nature (one is one in any language).

Another client served a significant number of youth, so we decided to use the strategic plan as a leadership development and visibility opportunity for them. We trained some of the youth to conduct focus groups and set up a schedule for them to take surveys to “youth-friendly” sites in the city to gather data. Using a peer-to-peer approach helped us gather data at a much richer and deeper level than we would have had we sent out adults with clipboards!

Once you’ve decided which key questions you want to ask and which stakeholders to engage through which means, you’ll need to develop the other questions you will ask via surveys, focus groups, and interviews. An effective, fun way to engage a large number of stakeholders at once is to hold a town meeting; if you cover a large geographic area, hold several. When it comes to focus groups and town meetings, make sure you’ve got a good facilitator on hand and spell out the rules of engagement to everyone at the outset of the meeting.

Most of the time, the questions you want to ask your stakeholders should include the following:

□Name, address, e-mail (all optional, so people can remain anonymous if they so choose).

□Relationship to agency (create a drop-down menu: client, volunteer, board member, staff, agency partner, other).

□Length of association with the organization (again, use a drop-down menu).

□Other demographic information that’s important to the planning process (for example, which languages the respondents speak, or their gender, age, etc.—but only if that information is pertinent to the planning process!).

□What do you like best about the program?

□What do you like least about the program? (Never combine this question with the previous one—asking two questions at the same time is called a double-barreled question and will lead to a muddy response because you will not be able to discern whether people listed what they like or don’t like about the program.)

□What does Organization X do best?

□We want to be the very best at what we do. What can we do to improve? (Ask them to be as specific as possible.)

□List your mission statement. Then ask, “Given our mission, where do you think we should focus our energy in the next one to three years?” (Ask them to be as specific as possible.)

□Finally, provide them with the opportunity to share additional thoughts with you by asking, “Is there anything else you’d like to share with us?”

Be sure to ask for input on your key questions as well!

As long as you ensure their confidentiality, most people will be honest with you (for better or worse!).

Here’s a comprehensive survey we designed for a community-based client who wanted to explore every possible avenue of change. This particular version was left out in the waiting rooms at various program sites:

Worcester Community Action Council Customer Survey

We need your help! The Worcester Community Action Council (WCAC) is gathering input from the people who use its programs and services in order to do some planning for the next three years. Please complete this survey while you’re here today. If you need help completing this survey, please ask a WCAC staff person. When you’re done, you can hand it to the receptionist, who will seal it in an envelope. All the information you share will remain confidential. Thanks for helping us with this project!

1.What are the biggest issues you and/or your family face on a daily basis? Please check all that apply.

•Affordable/safe housing

•Food insecurity

•Educational opportunities

•Need to get my GED

•Need to learn/improve my English

•Heating costs

•Childcare/after-school care

•Job opportunities/job skills/unemployment/under-employment

•Personal or family safety

•Health Insurance

•Healthcare

•Transportation

•Immigration status

•Discrimination

•Other:_________________________

2.In each section, please rank the services in terms of how important they are to you when dealing with the that particular issue.










	SAFE & AFFORDABLE HOUSING

	Very Important

	Somewhat Important

	Not Important




	Help you save to buy a house

	 
	 
	 



	Increase the # of units of affordable housing

	 
	 
	 



	Provide rental assistance

	 
	 
	 



	Prevent foreclosure

	 
	 
	 



	Prevent homelessness

	 
	 
	 



	Address homelessness

	 
	 
	 



	Other:

	 
	 
	 














	HEALTH AND NUTRITION

	Very Important

	Somewhat Important

	Not Important




	Provide information & applications for food stamps (SNAP)

	 
	 
	 



	Access to health insurance

	 
	 
	 



	Access to health care

	 
	 
	 



	Access to food

	 
	 
	 



	Other:

	 
	 
	 














	JOBS AND MONEY

	Very Important

	Somewhat Important

	Not Important




	Provide job training

	 
	 
	 



	Help with job search and placement

	 
	 
	 



	Organize summer jobs for youth

	 
	 
	 



	Provide savings programs for individuals (IDAs)

	 
	 
	 



	Provide programs to help with credit issues

	 
	 
	 



	Provide budgeting help

	 
	 
	 



	Provide help with tax preparation

	 
	 
	 



	Other:

	 
	 
	 














	EDUCATION

	Very Important

	Somewhat Important

	Not Important




	Provide GED classes

	 
	 
	 



	Provide ESL (English as a Second Language) classes

	 
	 
	 



	Help with translation

	 
	 
	 



	Other:

	 
	 
	 














	FUEL/ENERGY/HEATING

	Very Important

	Somewhat Important

	Not Important




	Provide fuel assistance

	 
	 
	 



	Help weatherize homes to lower heating bills

	 
	 
	 



	Programs that help people who are behind on their heating bill

	 
	 
	 



	Replace people’s old appliances with Energy Star appliances

	 
	 
	 



	Retrofit/replace old heating systems to lower heating bills

	 
	 
	 



	Other:

	 
	 
	 














	YOUTH AND FAMILY

	Very Important

	Somewhat Important

	Not Important




	Provide support, information and education to parents

	 
	 
	 



	Help people connect with other community resources

	 
	 
	 



	Prenatal/infant care and support for teen mothers

	 
	 
	 



	Provide Early Head Start (ages 0–3)

	 
	 
	 



	Provide Head Start (ages 3-pre-K)

	 
	 
	 



	Provide help paying for childcare

	 
	 
	 



	Provide affordable summer daycare/camp in Southern Worcester County

	 
	 
	 



	Other:

	 
	 
	 





3.Which services have you used at WCAC in the past 12 months? Please check all that apply.

•GED classes

•Employment training/assistance

•Career counseling

•Job and internship placement

•Life Skills workshops

•YouthWorks (summer jobs for youth)

•Early Head Start (ages 0–3)

•Head Start (ages 3-pre-K)

•Fuel Assistance

•Weatherization

•AMPS (replacing old appliances)

•HEARTWAP (heating system repair)

•Deleading training

•Help with overdue heating bills

•SNAP (food stamps)

•IDA (individual savings account)

•Earned Income Tax Credit (free tax preparation)

•Worcester Community Connections Coalition

•Resource & Referral Center

•Start Our Success (helping police-referred young adults get a job)

•GED classes (Excel, WINGS)

•Partners with Parents (Oxford/Webster/Southbridge)

•Job & Education Center

4.Finally, we’re asking you to provide some information about yourself that will help us make sure we’re running the right programs and offering the right services in the right languages. This information will be kept confidential.

a)How familiar are you with WCAC?









	1

	2

	3




	very

	somewhat

	not at all






b)What is the zip code where you live? ______________

c)How do you get to WCAC?

•Bus

•Cab

•My own car

•Get a ride from friend or family

•Walk

•Other:______________________________

d)How convenient is WCAC’s current location?









	1

	2

	3




	very

	somewhat

	not at all






e)Is there adequate parking?

•Yes

•No—Please explain: __________________________________

f)Is there adequate space to meet with staff?

•Yes

•No

g)Is there enough privacy when you meet with staff?

•Yes

•No

h)How old are you?

•Under 16

•16–20

•21–30

•31–40

•41–50

•51–64

•Over 65

i)What is your gender?

•Male

•Female

•Transgender

j)What language do you feel most comfortable receiving services in? Please check all that apply.

•English

•Spanish

•Polish

•Vietnamese

•Khmer

•Russian

•Swahili

•Arabic

•Albanian

•Other:___________________

k)Are you a newcomer to the United States?

•Yes—What is your country of origin? ____________________

•No

l)Do you have a high school diploma or GED?

•Yes

•No

m)Are you employed?

•Yes—Please circle: Full time or Part time

•No

n)Are you a parent?

•Yes—and I have ___ children, ages:_______________

Are you a single parent?

•Yes

•No

•No

o)Please describe your current living situation:

•I own my home

•I rent my home

•I live with family

•I live with a friend/friends

•I live in a residential program or shelter

•I am currently homeless

•Other: __________________

How long have you been in your current living situation? _______ weeks/months/years

p)What was your total family income last year?

•Under $6,000

•$6,000–10,000

•$10,001–$15,000

•$15,0001–$20,000

•$20,0001–$25,000

•$25,001–$35,000

•$35,001–$50,000

•More than $50,000

q)Where do you get information about resources in the community? Please check all that apply.

•TV

•Radio

•Newspaper

•Internet

•Phone book

•Bus ads

•Church/synagogue

•Health care provider

•Library

•Other:______________

THANKS FOR YOUR TIME! 
Please return your survey to the receptionist, or mail it to: 
New Era—(address here)

The survey you develop may be much shorter, like this one:

Abby’s House Strategic Planning Survey

Thank you for completing this survey, which is part of our strategic planning process, which will help us chart a course of action for Abby’s House for the next few years. Please be candid in your responses. Your honest feedback, suggestions, and observations will help the organization continue to flourish. This survey is absolutely confidential and anonymous. The only person that will have access to this data is our strategic planning consultant, (name here). She will tally and generalized a summary of everyone’s responses. If you feel more comfortable conducting the survey on the phone, please give (consultant’s name) a call: (phone number).

ALL SURVEYS NEED TO BE COMPLETED BY (date).

Thank you in advance for your time and input!

1.Name (optional):

2.Age:

__18–29

__30–49

__50–65

__Over 65

3.What’s your affiliation with Abby’s House? (please check all that apply):

__Staff

__Board

__Volunteer

__Donor

__Other—please specify:_______________________

4.How many years have you been involved with Abby’s House?

5.What is it about Abby’s House that led you to become and remain affiliated with the organization? (If you are no longer affiliated with Abby’s House, please let us know why.)

6.Please describe what you believe to be Abby’s House mission:

7.What do you think Abby’s House does best?

8.Are there things you feel that Abby’s House could be doing better? Please be as specific as possible.

9.Are there things that concern you about Abby’s House? If so, what are they? Please be as specific as possible.

10.To maximize its ability to fulfill its mission, where do you think Abby’s House should focus its energy in the next three years?

11.Are there individuals, businesses, corporations, agencies, or other organizations we should be working with to realize our mission? If so, please list them here:

12.Is there anything else you’d like to share with us?



An online survey tool like SurveyMonkey can be used to disseminate surveys electronically and will collect and compile the data for you, which makes data analysis a little easier. Some organizations also distribute paper copies of surveys in their waiting rooms or by mail, e-mail or social media. Others send out postcards to their stakeholders with a link to the online survey. Always offer the option to conduct the survey over the phone, so that people who do not have access to or cannot use a computer can participate. If you serve a linguistic minority, you may also want to translate the survey and host a focus group in their language.

Distribute all of your surveys at the same time. I recommend giving people only two to four weeks to respond, sending out weekly reminders via e-mail and social media, with a link to the online tool. While you’re waiting for the surveys to come in, you could host a few focus groups. At the very least, one focus group should be held with the staff, and another with the board. Stakeholder focus groups should be held either before or after work, and should be facilitated by an outside consultant to maximize the level of candor. For more about running focus groups, see the end of this chapter.

The other task the committee needs to take care of at this stage is to gather information about the organization by reviewing internal documents. This includes the current mission, vision, and values statements, any previous strategic plans, three years’ worth of financial data, annual reports, and any other collateral material that can provide you with information and insight. The committee members should review these documents as a group and ask:

□What do we notice?

□Are there trends or patterns we see that we need to pay attention to?

□Does our work accurately reflect and address the needs of our community and constituents?

Make note of whatever questions and comments are made during this process, as these will need to be addressed as part of the planning process. For example, one of our clients noticed that health insurance costs had risen anywhere from 10 to 14 percent per year for the past three years, but the organization wasn’t planning ahead for the cost increase and had not revisited its benefits package since the costs started going up. This was clearly an issue that needed to be addressed!

A note about data collection—you do not need to collect data from thousands or even hundreds of people before you start to reach data saturation. Data saturation is when you start to see the same answers over and over again. There is no hard and fast rule about when data saturation happens, but you can reach the saturation point in as few as 50 surveys. The point is that while it’s important to cast as wide a net as possible in terms of participation, people are going to self-select into the process. These people are most likely to be the ones who feel strongly about your organization—in either a positive or negative direction!

If you receive a lot of surveys right away, you might want to close the survey after two weeks. If people are slow to respond, you might want to keep it open for four. Be sure to send out reminders to people each week the survey is available—people are busy, so reminders are crucial for increasing the response rate.

Once the surveys have been returned and the focus group and interviews have been completed, it’s time to collate and analyze your data. Even though everyone was asked the same set of questions, I usually compile the survey data separately from the interview data, which is separate from the focus group data. Often, the data collected via a focus group or interview is much richer in detail.

Most of the data that you will have collected is qualitative in nature—it relates to thoughts, opinions, feelings, and experiences. Analyzing qualitative data is an art form, so it’s best to have someone with experience in evaluations, needs assessments, or strategic planning help you review and interpret the data. The key to qualitative data analysis is to look for patterns in the data—if many people refer to the same problem or barrier, or use the same or similar phrases, take note.

I use a simple tally method to evaluate responses—I write each question at the top of a large sheet of newsprint. Under the question, I write down the different responses, grouping similar responses together, then tallying up the total number of people who responded in the same way. For example, if 15 people responded with comments like “the staff is great,” “the staff are so dedicated,” “staff members are so caring and professional” I lump all of these together, as they are all positive remarks about the quality and characteristics of the staff. I continue doing this until I’ve included all the responses for that question, then move on, until all responses to all of the questions have been tallied. Then I step back and look for patterns:

□What patterns emerge?

□What are the common themes?

□What issues, concerns, suggestions, or ideas are coming through, loud and clear, from the data? What are your strengths?

□What’s your unique niche? Approach? Attributes?

□Where are your growing edges? (Some people call these weaknesses, but I prefer to cast a positive light on them and think of them as areas of our growth we have not yet tended to.)

□What opportunities lie before you?

□Are there new questions that came up through this process?

It’s important to take note of significant or interesting results. For example, one of our clients was interested in expanding their marketing program and wanted to revisit their brand, logo, collateral materials, and website as part of the process. Before we launched headlong into a rebranding and marketing initiative, I suggested we survey their existing clients to determine how they had found out about the organization and how they felt about their experience and interactions.

It turned out that more than 80 percent of the families they served had learned about the program through word-of-mouth; in fact, most people could name the person who referred them! My recommendation was that they focus their energy on building a vigorous referral program rather than invest in a new brand and marketing materials. While this wasn’t a strategic planning process per se, the feedback we received from clients provided a clear direction for the agency’s strategy.

When all of the survey data has been tallied, I create a summary of the responses to each question. Here is an example of a data summary I provided for one of our clients:

Jeremiah’s Inn 2017 Strategic Plan—Nutrition Center Client Survey Summary

Number of participants: 32

1.How long have you been coming to the food pantry (Nutrition Center)?









	2 months (4)

	3 months (1)

	1 year (4)




	2 years (3)

	3 years (3)

	4 years (3)




	7 years (1)

	9 years (1)

	Didn’t answer (12)






2.On a scale of 1–5, please rate the following:











	THE AMOUNT OF FOOD I RECEIVE AT EACH VISIT




	1

	2

	3

	4

	5




	Extremely Dissatisfied

	Dissatisfied

	Neither (neutral)

	Satisfied

	Extremely Satisfied




	 
	 
	(1)

	(10)

	(20)




	THE QUALITY OF FOOD I RECEIVE AT EACH VISIT




	1

	2

	3

	4

	5




	Extremely Dissatisfied

	Dissatisfied

	Neither (neutral)

	Satisfied

	Extremely Satisfied




	 
	 
	(1)

	(13)

	(17)




	THE HOURS AND DAYS THAT THE FOOD PANTRY IS OPEN



 
	1

	2

	3

	4

	5




	Extremely Dissatisfied

	Dissatisfied

	Neither (neutral)

	Satisfied

	Extremely Satisfied




	 
	 
	(2)

	(14)

	(15)




	THE WAY I AM TREATED




	1

	2

	3

	4

	5




	Extremely Dissatisfied

	Dissatisfied

	Neither (neutral)

	Satisfied

	Extremely Satisfied




	 
	 
	 
	(12)

	(19)




	THE AMOUNT OF TIME I HAVE TO WAIT




	1

	2

	3

	4

	5




	Extremely Dissatisfied

	Dissatisfied

	Neither (neutral)

	Satisfied

	Extremely Satisfied




	 
	(2)

	(3)

	(16)

	(10)






If you gave us a 1, 2, or 3 for any of the items listed above, please let us know what would make things better for you—please be specific:

We have to wait a long time (2)

3.When it comes to the Food Pantry/Nutrition Center, what are we doing well?

Everything (9)

Most of the time, everything

Helping families in need

Serving the needy

Providing positive support and help for those that need it

Great service

Service is good

You care

Attention

Polite and respectful

Friendly, organized and helpful

You treat people equal and respectful

Everyone is pleasant, helpful and caring—very good experience

The amount of food you provide

Good quality food for my family

Everything except the wait time

Time to wait is short

4.What can we improve at the Food Pantry/Nutrition Center? Please be specific!

Some of the workers could be nicer

Should give us a little more food

The meat

5.Do you know about our free dental cleanings?

yes (14), no (16)

Are free dental cleanings something you and/or your family could use?

yes (13), no (14)

If yes, which days and times work best for you to come have your teeth cleaned?

Weekdays after 3:00

Monday–Friday afternoons

9–10 a.m.

Anytime

6.Do you know about our grocery store tours, which teach people how to read food labels and stretch their shopping dollars?

yes (18), no (15)

Is a grocery store tour something you and/or your family would find helpful?

yes (17), no (15)

If yes, which days and times work best for you and/or your family to attend these activities?

Afternoons

Any day

Wednesday after 12:00

Monday and Tuesday morning

Weekdays after 2:00

Any day except Wednesday

Monday–Friday afternoons

Any time (2)

7.Do you know about our community garden, located at the South Worcester Neighborhood Center?

yes (15), no (17)

Is a community garden something you and/or your family would like to participate in?

yes (14), no (18)

8.What other offerings would you like to see in the Food Pantry/Nutrition Center? Please be specific!

Coffee, sugar, half and half

Fresh milk

Frozen meat

Bread

Cooking classes

Kid’s snacks

Winter food

9.Please use this space to share other thoughts, questions, ideas or concerns:

Afternoons are best

You are doing a good job, keep up the good work

Better meat

So far, it’s ok

Less cans, more meat

Thank you for all you do

Everything is great

I appreciate all the fresh fruit and veggies as well as milk, bread, eggs! I am very pleased to have this place, because I don’t get food stamps.



This was the first time we’d surveyed the Nutrition Center (food pantry) clients. Because we knew there might be some literacy issues and that people did not spend a lot of time in the waiting room, we made it as quantitative as possible. We quickly determined that we should have provided the survey in both English and Spanish, and that it would have been helpful to have a bilingual staff person help clients complete the survey, as many clients’ literacy levels were low in both languages. That being said, the survey did provide the organization with some valuable feedback, which lead to some changes in the program.

Phase Two—The Retreat

Phase Two consists of a four- to six-hour retreat during which staff and board—and possibly other stakeholders—engage in exercises designed to craft a vision, mission, goals, and priorities for the organization as a whole.

In order to respect people’s time, I always start on schedule—regardless of the number of people who are in the room—and do my best to end on schedule. If I’ve got a chatty group that wanders off-agenda, I remind them that we want to end on time, but I also offer to place the issue in the Parking Lot (I’ll explain this in a minute).

A note about time—I always build in 5–10 minutes more per activity than I think the group will need because unexpected topics may come up that need to be discussed, and it can be hard to get everyone back from break on time. I’d rather end early than run late! The agenda for the day usually looks something like this:

Introductions

If the staff and board do not know each other well, I’ll start with a fun icebreaker exercise, designed to help them get to know each other and loosen up.1 This usually takes 30 minutes.

Everyone provides a brief (one minute!) introduction of themselves, and I provide an overview of the day, review the agenda (which I hand out to people), and review logistics—breaks, location of bathrooms, cell phone use, etc. This takes 30–45 minutes, depending on size of the group.

After this, I brainstorm a list of ground rules the group wants to use and place a blank piece of paper on the wall where we can “park” issues that come up that are not directly related to the issue being discussed at that time. This is called the Parking Lot. As the day progresses, people can ask that issues be placed in the Lot. At the end of the day, you review the issues and see if they’ve been resolved. If not, you put together an ad hoc committee to resolve them.

Looking Back

If this is a continuation of the last strategic plan, I spend some time reviewing the goals, accomplishments, and unfinished business from the last plan. This requires 30–45 minutes. I usually prepare a PowerPoint presentation for this purpose.

We then spend 30–45 minutes reviewing the summaries of the surveys, focus groups, and interviews, asking for comments, thoughts, and interpretations.

By then, people are usually ready to take a break, but I try to limit this to 15 minutes so we don’t lose momentum (or lose people to their phones!).

Looking to the Future

The next step is to lead the group through a vision exercise—I like to use a variation of the one below:

It’s the spring of 2021. Organization X is going to the State House to be recognized as one of the most innovative nonprofits in the commonwealth by the Massachusetts Nonprofit Network, as part of their annual Nonprofit Day (or a similar award made by a similar trade association).



What did Organization X do to earn this award?

What does Program A look like?

What does Program B look like?

(add as many programs as needed)

Who are we serving?

What does the staff look like?

What does the board look like?

Thinking about where the organization currently is, what will it take to arrive at this place in 5 years? Think about things like programming, funding, staffing pattern, size, and composition of the board.



I usually break the large group into smaller groups (no more than six people per group), and give them 30–45 minutes to answer these questions. Each group will need a scribe to write down the answers. Then I have them come back to the large group and share their responses, which I post on newsprint on the wall. Reporting usually takes 30–45 minutes.

From there, I ask the group to identify similar themes between the small groups, posting each cluster on a separate blank sheet of newsprint on the wall. In my experience, you usually end up with 5–10 clusters or themes. If the key questions have somehow not made it onto these sheets, I remind the group of the questions and ask if they want to add them to our list. This process can take anywhere from 15–45 minutes.

Once we’ve identified the common, overarching themes, we turn them into goal statements, categorizing each one as a short- or long-term goal. I place all the short-term goals on one wall, and all the long-term goals on another (it’s helpful to use self-sticking easel paper!). This usually takes 30–45 minutes.

At this point, I give each person in the room six small stickers and tell them to vote on their top short-term goals. They can use as many stickers on as many goals as they like—they can place one sticker next to their top six goals, three on their top two goals, all six on one… you get the idea. The only caveat is that they cannot tear the stickers in half in an attempt to have more votes! I give them 10 minutes to do this, because I want them to follow their gut and not ruminate over their choices for too long.

Once each person has prioritized their short-term goals, I hand people three large colored dot stickers and tell them to vote on their top long-term goals. Same voting rules apply, same time limit. I limit the number of long-term goals an organization can take on because I don’t want to see them set themselves up for failure by taking on too much in addition to their existing workload.

Once all the voting is complete, we tally the votes and circle the top 5 short-term goals and the top 3 long-term goals. Those goals that did not float to the top are set aside for the time being, with a promise to revisit them when work on the selected goals is finished. The tallying process only takes a few minutes.

I then make sure everyone is in agreement that the winning goals represent the work the organization will take on in the next year (with the understanding that the long-term goals will unfold over the course of the next one to three years). If there is disagreement, we discuss the objections to see if we can build consensus. Usually, once a person’s concerns are aired and addressed, they agree to the scope of work.

At this point, I ask both board and staff members to volunteer for ad hoc planning committees to flesh out the details for each goal area. This does not mean people are volunteering to sit on the ad hoc committee to implement the goal, it simply means they are going to craft the work plan for it. This can usually be done over the course of two or three meetings. I write the volunteers’ names on the same sheet of newsprint that the goals are written on so everyone can see who’s working on what.

If there’s any time left, I have people get started on the work plans at the retreat. If not, we set up the first meeting for each group before we leave so that we don’t lose momentum as we move into the planning process.

At some point in the afternoon, you’re going to need to give everyone a break. I usually play this by ear, keeping an eye on everyone’s energy and concentration levels. In general, people need a break every 1.5–2 hours, so make sure you add them into the agenda for the day! It’s also helpful (and nice!) to feed people, but serve proteins and vegetables—you don’t want your participants slipping into a carb coma after they’ve eaten!

Phase Three—Planning

During Phase Three, the planning teams of board and staff members we set up at the retreat start their work by using a provided work plan matrix to start fleshing out the details under each goal. Each group is asked to create a detailed work plan for year one and to outline goals for year two and year three. Because our world is changing so quickly, it doesn’t make sense to get into too much detail about the work we believe we will be doing two to three years from now.

Here’s a copy of the work plan matrix we use with our clients, as well as a sample of one that’s been completed:












	Strategic Work Plan for:______________________(e.g., program, personnel, fundraising …)




	Goal What you plan to achieve

	Objectives The steps you need to take to achieve your goal—these MUST be measurable!

	Resources Needed Staff, equipment, supplies, time, skills, etc.

	Time Period Start/finish dates or completion/due date

	Staff Person/People Responsible Names!

	Anticipated Outcome What concrete change do you expect to achieve?




	 
	 
	 
	 
	 
	 
















	Dress for Success Worcester Work Plan: Fundraising




	GOAL

	OBJECTIVES

	RESOURCES NEEDED

	TIME PERIOD

	PERSON/PEOPLE RESPONSIBLE

	ANTICIPATED OUTCOME




	1.Create a fund development plan that includes revenue from private and corporate foundations, individuals, events, and earned income

	Review existing development plan, augment with measurable actions and timelines

Assign board member to spearhead process and compile feedback

Populate board development committee

Identify clear donor channels and development action plan

	Software

People

Fundraising

knowledge

	To be ready for review by board at March 2012 meeting

	Sarah Lange, with support and assistance from Kaly as needed

	Master development plan

Set of specific fundraising goals

Increased revenue




	2.Increase revenue from all sources

	Implement fund development plan

Explore how to become a United Way designee

Institute an annual giving program

	Fundraising knowledge

	This will be part of the development plan

	Development plan—Sarah Lange

	 



	3.Provide the board with training on how to conduct individual solicitations

	Educate board on fundraising—purpose, techniques, objectives

	Fundraising knowledge, trainer

	To be determined after development plan is completed

	Sarah Lange, in conjunction with staff and board

	 



	4.Create marketing materials to support development

	Create tiers/scale

Create fundraising materials

	Marketing/fundraising materials

Remittance envelopes

Postage

Addresses

Graphic designer

Funds

	This will be part of the development plan

	 
	 





How will you know when you’re succeeding in reaching your goals? Part of the planning process includes determining benchmarks—use the goals and objectives from the work plan, but also measure yourself against industry standards (when possible). Being able to report achievements and outcomes inspires volunteers, donors, and funders!

Once each ad hoc planning team has completed its individual plan, the plans need to be compared and reviewed by the strategic planning committee. Make sure the work flow and pace is manageable, that the work plans do not inadvertently create competition for resources, and that the organization has budgeted for and can afford the proposed changes. The committee needs to make clear recommendations about any changes they want to see made.

For example, one organization I worked with listed the office manager as a participant in every single work plan. If we had not intervened and sent the work plans back to the committee to redraft the timelines, the poor woman would have had to bunk at the agency for the foreseeable future to get all of that work done, or they would have had to hire a second full-time administrative assistant. Since neither was a realistic solution, the strategic planning committee asked the three planning teams to meet with them and the office manager to identify possible alternatives.

Take one final look around:

•Are all the work plans complete?

•Are all goals achievable—not only in terms of capacity, but financially? If not, do you have a fundraising plan in place to support them?

•Are you stretching and growing without biting off more than you can chew?

•Is everyone clear about their roles and responsibilities in executing this new plan?

If so, it’s time to bring the work plans to the full board for a review. Once approved, all work plans should be finalized and then presented to the board for a vote. Sometimes the review and vote can take place at the same meeting; other times, additional changes are needed. The resulting detailed work plans can be used to monitor and evaluate progress toward goals, serve as employee work plans, and be used to report progress to funders, donors, and other stakeholders.

Make sure to document the planning process in a short narrative and attach all work plans in an easily understood format. This is your strategic plan. DO NOT shove this in a drawer or stick it on a shelf!

Monitoring and Implementation

Once the plan is adopted by the board:

□Give copies to each member of the staff with ample time to review the plan and ask questions.

□Distribute copies to each member of the board to add to their board manual; if you have a board website, a copy should be posted there as well.

□Give an abbreviated version of the plan to funders, donors, and other stakeholders—especially those who participated in the process. Consider posting the plan on your website and sending out a link via e-mail and social media.

□Use the plan to recruit volunteers and otherwise engage stakeholders. If you’ve got ad hoc committees set up to oversee each goal area, invite your volunteers and other stakeholders to join them! It’s a great way to engage them in your organization and can also serve as a leadership development pipeline for future board members.

□Use the plan to guide and evaluate the day-to-day work of the staff.

□Both the board and staff should revisit the plan on a monthly basis to chart progress, note challenges, and make adjustments as needed.

Ten months after the plan goes into effect, start the process all over again! If your fiscal year starts on January 1, I recommend starting this process in September. If it starts on July 1, I suggest starting it in February.

When the board and staff are galvanized around a set of straightforward, common goals, it sets your whole organization on fire—and who doesn’t like to cozy up around a bonfire?!

Maximizing Your Mission through Creative Collaboration

One of the things to consider during the strategic planning process is strategic partnerships. These days, there are many compelling reasons to collaborate: the economy has affected government funding, foundation giving, and corporate donations. In turn, this has forced some agencies to make difficult decisions about maintaining services and staff. Meanwhile, demand for social services is soaring.

When people are stressed, they tend to tense up and close down. Organizations are no different. During times of duress, our instinct is to hunker down, stay close to home, and not try anything new. In other words, maintain the status quo. However, in order to survive—and thrive on the other side of this down-turn—agencies must open up, take a deep breath, and survey the landscape for opportunities to grow, to reach out. It may seem counterintuitive, but now is the time for expansion, not contraction.

The goal of opening up is to create strategic, and perhaps unexpected, partnerships that will help expand the scope, impact, or reach of a project or program or help reduce costs (e.g., sharing back-office expenses). Consider these three levels of partnership:

1)Cooperation: the organization offers some sort of support (distributing a notice, use of space, copying, etc.) for your program but does not play a specified role in it.

2)Coordination: each organization contributes to create something larger than it could on its own. For example, a homeless shelter that does not provide food services might team up with a soup kitchen to make sure that guests have access to nutritious meals or with a thrift shop to make sure they have the right clothing.

3)Collaboration: in a true collaboration, each organization takes a mutual risk for mutual gain. Each organization is equally at risk, but the end product—the opportunity created by the partnership—is richer than the outcome either one could have created separately.

Before establishing a partnership, it’s important to be clear about the potential strategic advantage of doing so. This step will help define the nature of the partnership and identify desired goals and outcomes. When entering into a relationship with one or more agencies, it’s helpful to craft a memorandum of understanding (MOU) or letter of agreement. This document can help clarify the roles and responsibilities of each party and provide a foundation for mutual accountability. There are many sample MOUs on the Internet, but I would encourage you to have a lawyer review whichever document you plan to use to make sure it meets your needs.

Another type of partnership is one in which one agency serves as a fiscal agent or sponsor. This is a legally binding relationship, and there are important things to consider before entering into such an arrangement, including the track record of the host organization and the history between the two organizations. When establishing a fiscal agency, it’s important to be sure that the host organization will:

□Maintain separate bookkeeping or line items in budget for the funds.

□Provide monthly fiscal reports—to both boards.

□Engage in an annual audit.

It’s also important to establish the means by which your organization will have access to and control of funds. I know of one local group that didn’t realize it would take 30 days to access their funds or that they had to submit a purchase order to get them. Needless to say, this created a huge problem when they realized they couldn’t pay their staff on time!

Regardless of the nature of the partnership, all parties involved need to share mutual goals, make a similar contribution and be clear about the desired outcome: to expand the reach or scope of services. Some examples of creative partnerships include:

□Oak Hill Community Development Corporation of Worcester, Massachusetts, partnered with Friendly House Community Center, St. Vincent Hospital, Union Hill Elementary School, and the Worcester School Department to create the CityScapes summer camp, which provided 125 low-income children with the opportunity to attend six weeks of camp for a nominal fee. The children were provided with breakfast and lunch, received CityScapes t-shirts, and were taken on a field trip each Friday.

□Northeastern University partnered with a downtown Boston hotel to run Northeastern’s Conference Center, which is also home to its Department of Continuing Education.

□The steeple at First Baptist Church, Worcester, now houses a cell phone tower, which generates revenue for the church.

If you put your creativity to work, what might you accomplish through creative collaboration?

How to Conduct a Focus Group

A focus group is a small group discussion led by a trained facilitator. Focus groups are a great way to solicit people’s thoughts and opinions on a particular topic. Because focus groups use a series of prepared questions and are facilitated, they allow you to collect a lot of information in a short period of time. Focus groups can provide you with insight that has more depth, variety, and nuance than surveys can provide, because group members often stimulate new thoughts for other members of the group. Because focus groups take time to organize, it’s best to limit the number you hold. However, it’s helpful to employ both surveys and focus groups as part of the planning process.

The composition of your group and the nature of your questions need to be taken into consideration. Ideally, you should invite a representative sample of those whose opinions you want to include. For example, if you want to hear from local school teachers about the issues they’re seeing in the classroom so you can gain a better understanding of the problems facing the youth in your after-school program, you’d send invitations to all the schools in your service area. If you find that only teachers from the local elementary schools show up, consider running a second group and targeting your outreach to middle and high school teachers (depending on the age you’re serving). You may also want to hold a separate group for area vice principals (who generally handle discipline) and guidance counselors—it all depends on the questions you need answered.

Finding a good leader to facilitate the focus group will ensure its success. If you’ve already hired a strategic planning consultant, he should be the one to run the focus groups. If not, you’ll need to find someone who has experience facilitating focus groups; knows something about the topic; can relate well to the participants; and has the ability to handle difficult people, controversial comments, and conflict. Unless the facilitator is comfortable taking down notes, you’ll also need to recruit a recorder to write down everyone’s responses. It’s best to have a separate sheet of paper for each question, so that the answers don’t get mixed up. Using self-sticking newsprint and hanging it on the wall ensures that group members can see that their input is being written down and included.

When it comes to recruitment, use your organization’s database. Depending on the questions you plan to ask and the people you plan to invite, you may need to create separate queries for different focus groups. For example, during a recent planning process, we held separate focus groups with volunteers and donors because we wanted to gauge their response to an initiative the organization was considering.

Send out e-mails and postcards or make calls to get people to attend focus groups. All else equal, personal contact reigns supreme. This is a great role for board members to play, and it will help convey the importance of the focus group if a member of the board extends the invitation. However, don’t assume that people will attend a focus group just because you invited them. Everyone is busy, and often, people need an incentive to participate in focus groups. You can serve refreshments, offer supervision for children (in a separate room!), or enter participants in a raffle for a gift certificate. If your organization has “swag” (key chains, lanyards, pens, etc.), you can distribute these to the participants at the end of the group. Whatever incentive you plan to offer, be sure to mention it in your outreach materials!

Before you start recruiting people for your focus groups, you need to decide on a date and time and a location (I often hold focus groups off-site and frequently in local church halls or school buildings). Decide ahead of time how long the focus group will last—I recommend at least an hour, but not more than two.

Since you will have already designed your survey, you should have the focus group questions prepared well ahead of time. However, if the survey you designed is a long one, you may want to pick a few key questions to ask your focus groups.

Be sure to start the focus group on time, no matter how many people are in attendance. People are usually giving up something to attend your focus group—be respectful of their time and contribution by starting and ending on schedule. Collect names, addresses, and e-mail addresses on a sign-in sheet so that you can send people a summary of the strategic plan (and recruit them to help implement it!).

At the outset of the meeting, thank people for attending, then describe the purpose of the meeting, review the agenda, and let people know how long you expect the group to run. Let them know where the bathrooms are as well! Before you start asking questions, set the ground rules. For example:

1.Only one person speaks at a time—we value everyone’s opinion and want to give each of you an opportunity to share your thoughts. Please do not have sidebar conversations, roll your eyes, or make gestures or noises that are disrespectful.

2.There is no wrong answer.

3.Feel free to respond to what another group member shares.

4.It’s okay to ask questions of another participant to gain clarity about what they said.

5.It’s okay to disagree with something that is said, but please do so respectfully.

6.What is said in this room stays in this room.

If, during the group, people are not giving very in-depth answers, you can phrase the question in a different way, or use these follow-up questions to elicit a better response:

□Can you say more about that?

□Can you give us an example to illustrate your point?

□What do other people think?

□Does anyone want to add to that?

When it seems you’ve exhausted the response to a particular question, move on to the next. Before you do, however, review what’s been written down to make sure you captured the information correctly. Try not to get too bogged down in the first few questions—more than likely, people will provide longer, more in-depth responses to later questions. They may feel more comfortable responding to one another at that point, as well. If it seems like the group is taking a long time to answer a single question, you may need to move them along with a promise to come back to the question later if there’s time.

When all of the questions have been asked, make sure people don’t run out the door! Ask if anyone has any additional comments they’d like to make, tell them what the next steps will be, and thank them again for their time. Remind them to sign in if they haven’t already.

After the meeting, review the notes and add any pertinent remarks. Make sure that the notes indicate the date, time, and location of the focus group and that the sign-in sheet does the same—this way, if the items get separated, you’ll be able to reunite them.

Vision, Mission, and Values Statements

As part of your strategic planning process, you may want to revisit, rewrite, or create vision, mission, and values statements. These should connect with and uphold your brand (see Chapter 7).

The mission is the reason the organization exists. The mission statement describes the primary work of the organization. For example:

□Serving children with disabilities.

□Providing people over 65 with a full social life.

□Offering health services to low income people.

Unfortunately, many nonprofits have mission statements that are several paragraphs in length but still do not give the reader a clear sense of what the organization does. When I worked at the Oak Hill Community Development Corporation, we had a mission statement that would put an insomniac to sleep:

The Oak Hill Community Development Corporation’s mission is to empower, enable, and support community members in their efforts to revitalize the Union and Oak Hill neighborhoods of Worcester. As a neighborhood-based and controlled institution, the CDC serves as the vehicle through which individuals and groups can work together to solve problems and improve life in their community.

Can you imagine trying to rattle this off to a potential funder or donor without boring them to tears? We want our mission statement to be a conversation starters, not a sleep aid!

During our strategic planning process, we reworked our mission to:



Building better neighborhoods, one block at a time.



This conveys the same idea, only in a much shorter, snappier way! I also noticed that when I cited this new mission statement, it usually elicited an “Oh, how do you do that?” which opened the door to a longer conversation about the work of the CDC and our aspirations about turning these three neighborhoods around.

If you want to rewrite your mission statement, here’s an exercise you can use:

Gather your board and staff. Give each person three sticky notes and tell them that they are to write down three words they feel MUST be in the organization’s mission statement. Not phrases, words!

When everyone has finished, ask one person to give you their three sticky notes. Place them on the wall or a white board or flipchart so everyone can see them. Ask the next person to give you theirs. You will soon see that many of the words are the same, or similar. Stack the same words on top of one another, but group the similar ones. If there are questions about what the words mean, ask the person who wrote them.

Keep synthesizing until only unique words are left. Then use these words to craft a new mission statement. If the meeting has gone for more than two hours, assign a sub-committee of three people to draft a new mission statement and bring it back to the group for a final review and vote.

An organization’s vision statement is about the desired end state, describing the clear and inspirational long-term desired change resulting from an organization or program’s work. Here’s an example:



Feeding America: A hunger-free America2



Ideally, crafting a vision will take place as part of a strategic planning process. If not, you can use the same vision exercise with your organization to develop one. Gather your board and staff. If it’s a large group, break them down into smaller groups of four to six people. Ask them to imagine that it is five years from now and the organization is going to receive an award. Then have them answer these questions:

•What did our organization do to earn this award?

•What does our programming look like?

•Who are we serving?

•What does the staff look like?

•What does the board look like?

•Think about where the organization currently is—What will it take to arrive at this place in five years? Think about things like programming, funding, staffing pattern, size, and composition of the board, etc.

After 30 minutes, have them come back to the large group and share their findings. Then identify common threads that were identified by each group. Use these to form a vision statement. If you want, you can use the same exercise outlined above for crafting a mission statement.

It’s important to identify and articulate the beliefs and values of your organization, as they influence all aspects of your operations.

Communicate the values across the organization to ensure that all employees subscribe to the philosophy.

Example of a belief/value: All people are entitled to the same services no matter how much money they earn.

CORE VALUES EXERCISE

This exercise is designed to help you identify the values that are most important to you, as an individual. Here are the instructions:

1.Begin by checking off all of the words that best represent principles, standards, or qualities that are important in your life. If the initial pass yields a number greater than 10, do a second pass. Notice where you’ve chosen words that are similar (e.g., honesty, integrity, ethics) and decide which one best captures what you value.

2.Once you have narrowed your list to 10 or less, write them in the space below.

3.Now, pick your top 5 and rank them in order of importance. In other words, when you encounter a conflict in values (it happens!), which will you honor OVER another?

4.Now repeat this exercise, but identify those values you feel are most important in carrying out the mission of Jeremiah’s Inn!








	My top 5 (personal) values:

	The top 5 values that relate tocarrying out our mission:




	1.

	1.




	2.

	2.




	3.

	3.




	4.

	4.




	5.

	5.






Accountability

Accuracy

Achievement

Adventurousness

Altruism

Ambition

Assertiveness

Balance

Being the Best

Belonging

Boldness

Calmness

Carefulness

Challenge

Cheerfulness

Clear-mindedness

Commitment

Community

Compassion

Competitiveness

Consistency

Contentment

Continuous Improvement

Contribution

Control

Cooperation

Correctness

Courtesy

Creativity

Curiosity

Decisiveness

Democraticness

Dependability

Determination

Devoutness

Diligence

Discipline

Discretion

Diversity

Dynamism

Economy

Effectiveness

Efficiency

Elegance

Empathy

Enjoyment

Enthusiasm

Equality

Excellence

Excitement

Expertise

Exploration

Expressiveness

Fairness

Faith

Family-oriented

Fidelity

Fitness

Fluency

Focus

Freedom

Fun

Generosity

Goodness

Grace

Growth

Happiness

Hard Work

Health

Helping Society

Holiness

Honesty

Honor

Humility

Independence

Ingenuity

Inner Harmony

Inquisitiveness

Insightfulness

Intelligence

Intellectual Status

Intuition

Joy

Justice

Leadership

Legacy

Love

Loyalty

Making a Difference

Mastery

Merit

Obedience

Openness

Order

Originality

Patriotism

Perfection

Piety

Positivity

Practicality

Preparedness

Professionalism

Prudence

Quality-orientation

Reliability

Resourcefulness

Restraint

Results-oriented

Rigor

Security

Self-actualization

Self-control

Selflessness

Self-reliance

Sensitivity

Serenity

Service

Shrewdness

Simplicity

Soundness

Speed

Spontaneity

Stability

Strategic

Strength

Structure

Success

Support

Teamwork

Temperance

Thankfulness

Thoroughness

Thoughtfulness

Timeliness

Tolerance

Traditionalism

Trustworthiness

Truth-seeking

Understanding

Uniqueness

Unity

Usefulness

Vision

Vitality

At Jeremiah’s Inn, we value professionalism, teamwork, community, compassion, and service. This means:

Professionalism

We treating everyone the same way—no matter what—with dignity.

We deal with everyone individually, honoring each person’s differences.

We apply the same rules to everyone.

We encourage enthusiasm and strive to have a positive attitude.

We have integrity about the level of service and care we provide.

We treat everyone with a high level of respect.

We maintain healthy boundaries.

Teamwork

We foster teamwork within and between staff, board, and clients.

We work together for the highest good of the clients.

We strive toward common goals.

We communicate clearly.

We are clear about our expectations and hold one another accountable.

Community

We believe that everyone is equal.

We give and receive.

We engage with the outside community and invite them to engage with us.

We are part of the larger recovery community.

We interact respectfully with businesses and other nonprofit organizations.

Compassion

We uphold respect.

We recognize the situation and do what we can.

Service

We are always being willing to help.

We do acts of kindness.

We take advantage of opportunities that arise to take leadership.



Strategic planning will provide your organization with numerous benefits, including the ability to chart our own future and maintain our independence, a higher level of community support and engagement, a way to manage organizational growth, and increase the reach, scope, and impact of our programs. Strategic planning allows your organization to be nimble and responsive in an ever-changing environment. Let’s be sure to create goals that are aspirational and inspirational—because planning isn’t just about taking your organization to the next level, it’s about taking your volunteers, donors, funders, and other stakeholders with you.


1 You’ll find 85 icebreaker games at: http://www.icebreakers.ws/. They are sorted by group size, but also by activity type. Have fun!

2 Used by permission of Feeding America.




CHAPTER SEVEN

Communicate, Communicate, Communicate!

One of the things I’ve noticed about the nonprofit sector is that we are lousy at broadcasting the great work we do! Every day, nonprofits are touching and transforming people’s lives in myriad ways, yet most of these stories go untold. Not only is this a shame—because the world needs to hear these uplifting, inspiring stories—but it’s costing you. Money. Volunteers. Friends. Fans. Advocates. And all other kinds of other resources!

Pull Up a Log around the Ole Campfire (Storytelling)

Stories are one of the fastest and most powerful ways we connect with others. Stories are important because:

□Stories are how we connect to one another. What’s one of the first things we do when we meet someone new? We get their story! What do they do for work? Where do they live? Are they married? Do they have kids?

□Sharing stories helps raise your organization’s visibility and increases awareness about the scope, nature, and impact of the issue on which you are working.

□Think of the last movie you saw, book you read, or restaurant you tried. Was it because it was recommended by a friend, family member, or colleague? I bet it was! In marketing terms, these are called word-of-mouth referrals. This is the most powerful form of advertising a business can get because these referrals come straight from the horse’s mouth (the horse being their customer), and people are more likely to act on a recommendation made by someone they know and trust.

It’s the same thing with stories. Hearing about the positive things your organization in the form of a client’s story increases your credibility because it’s straight from the horse’s mouth (in this case, the horse is your client).

□Stories help you leverage resources. They inspire people to volunteer, donate, advocate, etc.

Please don’t underestimate the power of a good story. Think back to the ALS Association Ice Bucket Challenge that swept the nation in the summer of 2014. The challenge went viral and became the world’s largest global social media phenomenon. More than 17 million people uploaded their challenge videos to Facebook. These videos were watched by 440 million people a total of 10 billion times. During a six-week period (from the beginning of August to mid-September), the ALS Association received $115 million.

The ALS Association Ice Bucket Challenge started when professional golfer Chris Kennedy challenged his sister, whose husband Anthony has ALS, to dump ice water on her head to promote awareness of the disease. Through Facebook, one of her friends was connected to Pat Quinn in Yonkers, New York, who was connected to Pete Frates in Boston, Massachusetts. Pat and Pete are both young men battling the disease and their social networks blasted the ALS Association Ice Bucket Challenge out of the Northeast to places across the country and around the globe.

You may be reluctant to tell client stories because you feel it might be exploitative or unethical. However, you’d be surprised how many people want to share their story! Many people are grateful for what you’ve done for them, want to help others in similar circumstances, and are delighted to share their success story. All you have to do is ask—the worst that can happen is that they decline.

Here are 10 tips for writing good stories:

1.Be sure your story has a strong beginning, some tension in the middle, and resolution at the end. Also, before you start writing, ask yourself what the point of the story is. Be sure your reader (or listener) gets that point from beginning to end!

2.Use a bold, provocative statement at the outset of the story. This piques your readers’ interest and entices them to read the rest of the story. Storytellers call this an inciting incident. Human beings are, by nature, curious beings. Tapping into that tendency by using provocative statements—or even a provocative question—opens the window wide for the rest of your story.

3.Use visual, audio, and kinesthetic (hands-on/experiential) techniques to immerse a person into a desired experience or state. (If a picture’s worth 1,000 words, think about the impact your story will have when told on video!) When the mind begins to imagine emotional and sensory experiences, parts of the brain light up as if it’s actually happening. Use phrases like “the adrenaline racing through your body” or “the tragedy that brought you to tears.” This kind of storytelling will help your audience to feel like active participants rather than passive readers.

4.Two traditional storytelling elements are conflict and resolution. Your story should outline the problem, then show how your agency and approach provides a resolution. Be sure to look at this from the client’s perspective, not yours!

5.The truth is we’re wired for self-interest. (Otherwise we wouldn’t survive!) Leveraging people’s self-interest helps you connect with them more quickly and on a deeper level. Help your reader understand how getting involved or providing support makes them a better person.

6.We think in patterns. We take in information, try to make sense of it, and spit it out. A break in that cycle is like ice water thrown in our face. It’s why movies like Citizen Kane and Fight Club are so captivating—the plot twist breaks our mental pattern. Plot twists don’t always need to happen at the end. You can open with a paradoxical statement or introduce one later on. Incorporating pattern breaks anywhere within a story increases its impact.

7.Create an inventory of ideas, themes, and stories. Use your personal experiences and those of your clients to build up your cache of metaphors and illustrations in order to add more color to your stories. If you engage in any kind of surveying—of clients, donors, volunteers, etc.—add a question asking if respondents want to tell their story so you can collect it on the spot. You can also use exit interviews, special events, and other gatherings to capture people’s stories.

8.The best stories come from the heart. Know your stories, but don’t memorize them. Use your authentic voice. Don’t be afraid to make people cry or to elicit an emotional reaction from them. This is the fastest way to connect with and inspire others.

9.Get some skin in the game! Show what’s at stake—this is essential to good storytelling. What does the client stand to gain or lose? Why is the story important to the reader (listener)—why should they care? If you can’t answer these questions, then think of a different story or a different way to tell this one.

10.Don’t let your reader get all the way to the end of your story only to have it peter out! Make sure you end as powerfully as you began. Ending with a powerful statement is a great way to make sure the story hits home and sticks. If that statement ties back into your initial bold opening statement, so much the better.

What would it be like if you were able to make hundreds—or even thousands—of people aware of the great work you’re doing and inspire a portion of them to work on your behalf? Use your storytelling to attract resources. With each story, include a call to action. This might include asking your reader to volunteer, make a donation, phone a local official or legislator, sign and circulate a petition, share or tweet the news item with others, or make a contribution of in-kind goods or services. What a difference this could make for your organization!

Make collecting and telling stories a habit. Storytelling comes in all different flavors. You can tell stories by using photos, video, podcasts, press releases, public service announcements, story boards (a combination of photos and words), case studies, or testimonials. You can share these stories on your website, via whichever social media channels you’re on, and through e-mail.

If you want to reach a larger, broader audience, consider cultivating relationships with local media representatives (newspapers, radio, television). You may not be able to get the attention of the mainstream media, but most towns and cities have public-access television channels, locally produced newspapers, and a community radio station, and most of them are eager for good content. Make sure you cultivate relationships with local reporters and radio and TV hosts. Broadcast each story via as many channels as possible so you reach the broadest audience possible!

Here’s a pair of short stories we created for a client. Each story was accompanied by a photo of the person telling the story:

Although it’s only my first year in YouthGROW, I’ve learned so much. Working together with the other youth really helped me break out of my shell. The best experience that really boosted my confidence this summer was giving my first ever farm tour. I was so nervous, but all of the encouraging words and support really got me through it. YouthGROW is not just a job, but a place to get involved in the community, build friendships, and have one’s voice be heard. Instead of coworkers, on the farm it feels like we have a family. This job helps keep youth out of the streets, and helps keep us on the right track. I’m so grateful to have worked here this summer and hope to become a Youth Leader next year.

Lexus Sepulveda, age 14 
First-Year YouthGROW Participant

Nazek has 3 children. She is originally from Iraq, but now lives in Worcester, a few blocks from one of our 15 weekly Mobile Farmers Market stops. Nazek loves the market: “I come for the fresh produce and the prices. I have food stamps but it’s not enough to feed my family healthy food. It’s very important to me to have fresh fruits and vegetables. I shop at the mobile market twice a week. It’s close to my house so I can walk. My daughter Sanarya is a vegetarian and she loves fruits and vegetables. Her favorite is tomatoes—she eats them like a piece of fruit!” Sanarya likes that “there are new foods every time. I get to try new things I’ve never eaten! The fresh food keeps us healthy.”

These stories illustrate the impact that this organization’s programming has on its clients. The stories and photos help create that all-important heart-to-heart connection with the reader. By combining the story with a call to action, we were able to turn inspiration into a contribution.

For another client, we included a woman’s story in each edition of the quarterly newsletter. Here’s an example:

“I have a lot of things to prove to myself. One is that I can live my life fearlessly.”

Oprah Winfrey

Megan found herself at Our Organization [not the agency’s real name] two years ago after a long struggle with mental illness. Before settling in, she was living in a poor neighborhood where many of her neighbors struggled with substance abuse. In addition to her own psychological problems—including Post Traumatic Stress Disorder and depression—she was being harassed by the people around her. Megan’s mental health symptoms became overwhelming. She was suffering from paranoia and eventually fled her apartment. Leaving all her belongings behind, Megan checked herself into respite care. While living in respite care, Megan learned about Our Organization. She decided to make the phone call, and was offered a place in the shelter. By working with her advocates, she was able to develop an individualized service plan, and was offered a place in the affordable housing program.

Feeling safe and supported, with a place of her own, Megan began building her self-esteem. She has now reached a place where she is stable and able to focus on herself. Today she is managing her mental illness with appropriate medication and has developed positive friendships with other residents. Megan says the thing she enjoys most about Our Organization is the ability to live independently in a supportive environment. “I like having the option of having someone to talk to. I used to be a hermit. I was very self-conscious about my mental illness and how I came across to people. Since coming here, I have become more self-assured and comfortable.” She is enjoying Our City and recently got involved in the local community. Her own struggles with mental illness and homelessness have led her to become an advocate for others. She is involved with a children’s advocacy organization that assists homeless youth. She has been working on her résumé with members of staff and is currently looking for a part-time job. Megan also hopes to go back to school to improve her computer skills. Megan has overcome significant challenges, yet she is able to listen to others, give advice and make others laugh. Thank you, Megan, for inspiring others and being a positive part of the Our Organization community!

Stories like these demonstrate the personal transformation that the organization’s clients experience and give the reader a sense of satisfaction in knowing that they are helping make these changes possible.

Are You Writing a Newsletter or a Snoozeletter?

Done right, newsletters can be one of the most effective donor cultivation, stewardship, and fundraising tools you have! Unfortunately, many organizations don’t invest enough time, energy, or resources in their newsletters. However, there are easy ways to make your newsletters a useful and cost-effective tool for communicating with your donors. Here are some tips:

1.Keep the NEW in newsletters. When you tune into your favorite news program, are they talking about things that happened several months ago? Probably not, unless they’re connecting it to recent events. Yet many nonprofit newsletters are written in the past tense.

While it’s important to share news of a recent grant, a large donation, or photos from an event, unless these take place as you’re moving into production of the newsletter, social media or an e-news blast might be more appropriate channels through which to broadcast this news. Your newsletter should focus on what’s new and things that are happening now, as well as things that are about to happen. Use your newsletter to educate your readers about the issue(s) with which your clients struggle and to share success stories. You want the content of your newsletter to be inspiring, informative, and interesting, not a bedtime sleep aid!

2.Keep donors at the heart of your stories. This doesn’t mean you have to write stories about your donors (though that’s an idea you might want to consider) or include long lists of donors in each edition. It means keeping your audience in mind as you write, thinking about what’s meaningful and important to the people who are supporting your cause. If you aren’t sure what that is, ask them!

You probably know that saying, “It’s not all about you.” Well, when it comes to your supporters, it actually is all about them! To write in a more donor-centered way, use the word “you” instead of “we.” (This is a well-known copywriting trick in the for-profit business world and works just as well in the nonprofit world.) Acknowledge the role your donors have played in making things happen and thank them for their support. After all, you wouldn’t be able to fulfill your mission without them!

3.Pluck at their heartstrings! Philanthropy is a heart-centered activity, and donors give in response to an emotional trigger. Use your newsletter to share stories about the lives you’re changing, the impact you’re having, the difference you’re making. But remember to help readers see through your clients’ eyes and hear their voices. That’s how you keep things on a human scale and strike an emotional chord with your reader. Stories help us connect to one another through our hearts. Post your data in sidebars or boxes instead of including it in your stories. Graphs and infographics are a great way to draw attention to data that might otherwise appear dull and less than noteworthy.

4.Design your newsletter with purpose. Make sure your front page is engaging and dynamic. Use color, catchy headlines, text boxes, photos, and pull quotes (a brief, attention-catching quotation, typically in a distinctive typeface, taken from the main text of an article and used as a graphic feature) to move your reader through the newsletter and make stories more easily and readily consumed. Make sure you use an easy-to-read font type, preferably at least 10-point, in a sans serif font for your e-newsletter—sans serif is easier to read on computer screens and mobile devices—and a serif font for your print newsletter.

Use your prime real estate wisely—most readers skim the news, so place the most important stories on the front page and pack the most important information into the first two paragraphs, continuing the rest of the story on another page.

5.Look at your production schedule. The purpose of a newsletter is to inform, inspire, acknowledge, and thank your supporters. Since the ultimate goal of your newsletter is to retain donors and encourage them to increase their giving, the newsletter production schedule needs to coincide with and promote your organization’s fundraising activities.

6.Don’t leave money on the table! Be sure to slip a remittance envelope in every edition of your newsletter and place a “donate here” button in a prominent place in your e-newsletter. Most donors are happy to give more than once per year, and it can’t hurt to make a soft ask while you’ve got their attention.

What if your organization hasn’t sent a newsletter in a long time? No better time to start than right now! One of our clients hadn’t sent out a newsletter or had regular contact with their donor base since 2006, except to ask them for money. They were under a significant time constraint with no money for a newsletter. We created a simple, one-page (double-sided), four-color newsletter with photos that focused on all the positive changes that were being made at the agency.

The newsletter was well received. Several people called, and others e-mailed to let the agency know how much they appreciated hearing from them. One couple was so inspired by a story in the newsletter requesting donations for client holiday gifts that they stopped by with a $500 check and a stack of gift cards! Sending out a newsletter really paid off for this client. (We have since increased production to three four-page newsletters per year!)

Does Your Website Pass the Bounce Test?

The average website visit lasts less than ONE MINUTE. If people can’t readily grasp what you do within THREE SECONDS, they’ll leave your site. Today, more than 75 percent of all donors start by checking out your online presence. Never before have first impressions mattered more!

The point of a website is to engage visitors—to get them to stay and explore the site’s content more. Designed correctly, your website is one of the most valuable tools for relationship-building you have! Here are some things you can do to ensure people don’t bounce off your website like it’s a Super Ball!

Use the space above the fold wisely. This is the area of your website that people can see without scrolling down. Design this space well! Make it colorful, interactive, and engaging. What is it that you want to convey to your visitors in those first three seconds? This is even more important on mobile devices, as there is even less real estate available above the fold!

Be strategic about what appears in the upper left-hand corner. This is the first place your visitor’s eye lands. At the very least, it should feature the organization’s logo and name. But it might also be a great place to put your mission statement or a tagline.

Rethink your navigation tabs! Most sites have the Home tab on the far left side, but this is a waste of valuable real estate. Since this is the first place people look, you want to place the most important information to the far left, followed by the next most important information. You might consider moving your Programs or Services tab to the far left, followed by How You Can Help.

Put your mission statement front and center, and keep it short and snappy. Remember, if visitors can’t immediately tell who you are and what you do, they’ll leave the site.

Again, we’re reminded that a picture is worth a thousand words—nowhere is this truer than on the homepage of your website! Putting up a slide show of photos with captions is a great way to pique people’s curiosity. If your website can’t accommodate this, you can always post a graphic of a camera or photo album and invite people to click on it to see you in action, using a Flickr or Tumblr account to host the photos. The only challenge with using this approach is you need to make sure people can get back to your website easily when they’re done looking at the photos! You might want to consider switching to a WordPress site, which offers many free templates and is relatively user-friendly.

Be sure to put a “donate” button on each page of your site to make the process of donating quick and easy. The more someone has to hunt for information on how to support your organization, the less likely they are to do so.

If you’re on social media, be sure to include social media icons on your site, and be sure to post to your social media channels on a regular basis so people can keep up with what you’re doing. These tools can help you foster and deepen relationships with people who care about your cause. Also, make sure you backlink—this means that your website is connected to your social media channels and vice versa.

It is IMPERATIVE to update your website on a regular basis! Many nonprofit websites still feature posts about last year’s walk-a-thon or special event. This leaves people with a bad impression of your organization, and that’s the last thing you want to do!

Today, people expect you to have a website—if you don’t, they’re going to wonder if you’re a legitimate nonprofit or have gone out of business. Using these tips will help improve the visitability of your website and help donors, prospective donors, and fans connect with you more deeply. The more deeply they are connected with you, the more they are willing to do!

Don’t Leave Money on the Social Media Table!

It’s no secret that social media has caused a revolution in our lives—personally, professionally, socially, and culturally. Social media is a powerful tool that can help you reach people of all ages, from all walks of life, around the globe.

Approximately 7.3 billion people live on our planet. Of those, 3.17 billion use the Internet and 2.3 billion are active social media users. Internet users have an average of 5.5 social media accounts. In the past year, another 176 million people started using social media. One million new active mobile social network users are added every day—that’s 12 people per second! Think of all the people and opportunities you’re missing if you’re not on social media!

In 2011, 1.2 billion people worldwide donated money to nonprofits. In 2014, that number rose to 1.4 billion. This coincides with the rise of social media use. Three out of four donors start online. If you don’t have a strong online presence, you’re leaving money on the table!

Nonprofits are lagging behind other organizations in their use of social media. Fewer than half of all nonprofits spend more than four hours per week participating in social media. Less than 10 percent are “power users” who dedicate more than 20 hours per week to social media. There are three key reasons that nonprofits are less apt to use social media:

1.Many of us have been conditioned to think that technology is too expensive or difficult to use.

2.We may not be certain which networks will have the most impact.

3.We may not know how to create a social media strategy that will yield positive results.

As a nonprofit professional, you’ve been trained not to spend money, which makes social media the perfect venue for investment, because it’s free! Investing time in social media can help your organization reap significant rewards in the form of monetary donations, in-kind contributions, and volunteers. Several years ago, a women’s organization with whom I was consulting ran low on paper products—toilet paper, paper towels, napkins, etc. In their 30-plus years of existence, they had never had to buy these items and were determined not to start! They issued a call for help via Facebook and e-mail, and within 24 hours, their conference room was literally overflowing with these and other items. The response was so overwhelming they had to send out a second message asking people to stop!

Recently, the staff at a substance abuse recovery program grew concerned they were not going to have enough Christmas gifts to distribute to their residents and their children because the usual donors had yet to step up to the plate. They too put out a call to their fan base via Facebook and social media. Within three hours of doing so, they had a donor make a pledge of $1,000 and numerous individuals and religious organizations contact them to let them know they’d provide gifts. Each resident received three gifts, and there were plenty of gifts for their children. In both this case and the case above, it took fewer than five minutes to ask for help!

Many people believe that new technology is too expensive to acquire. But it costs nothing to get a social media program going. All you need is some staff (or volunteer) time. If your organization’s computers are old and slow, now is the time to upgrade! There are foundations that support capital expenditures like a new computer system. Several years ago, we secured more than $17,500 for one of our clients so they could install new computers for all the staff. They had enough money left over to purchase ergonomic supports such as wrist pads and better chairs! Not only has the acquisition of new technology helped facilitate their social media program, but it has increased efficiency (and physical comfort!) across the organization.

Sometimes nonprofits avoid social media because it feels too intimidating, but setting up and managing social media accounts is pretty straightforward and doesn’t require a lot of technical skill or expertise. There are probably several people in your organization already on social media who can set up an account for your agency. Failing that, any young person can help you get started. Also, there are plenty of how-to blogs and videos on the Internet to help you set up and manage social media accounts.

Once you’ve set up your social media accounts, you’ll need to create content. It’s best to post to social media regularly. Experts will tell you that you should post three times per day, every day of the week. If you have a dedicated staff person who can maintain this schedule, great! If not, post as often as it makes sense for your organization, but no less than once per week. Content can be quotes (from your clients, donors, famous people, inspirational in nature, etc.), photos, videos, thoughts of the day, news alerts, event announcements, or links to articles and blogs. You have more to talk about than you might think!

Rather than trying to develop content each time you sit down to post to a social media channel, it’s easier and more effective if you develop a social media plan for the entire year. This may sound intimidating, but there are just six simple steps to follow:

Step 1: Determine your goals. There are numerous goals that social media can help you achieve.

□Social media reminds the public that you are still around and doing good work. Everyone is bombarded on a daily basis with information and can often feel pulled in a million directions, so a consistent social media presence is crucial to stay on people’s radar.

□Social media can help you raise and spread awareness of events and new programs. Many organizations create event pages on Facebook where they can track sales and interact with those who indicate they’ll be in attendance.

□Social media gives people an insider’s perspective of the work you’re doing. Posting photos of the youth at your after-school program (be sure to get permission from a parent or guardian first!) or a short video of the orchestra or dance troupe rehearsing piques people’s interest and makes them want to learn more about what’s going on behind the scenes.

□Social media is an easy way for you and your public to interact. Others can also enter into the conversation as well. To stimulate conversation, consider posting a question of the day (or week). You can also post polls, provocative quotes, etc.

□Social media can be a simple and effective channel for sharing news or important updates about your organization. For example, the police department in Worcester, Massachusetts, uses Twitter to update citizens about local crime and to accept tips regarding recent incidents and crime.

□Social media is a great way to educate people about the scope and nature of the issue you’re addressing and raise awareness about its importance. For example, Amnesty International has a Facebook page for each country in which it operates featuring the specific human rights issues the organization addresses in that country. It’s also one of the key ways they get people to take action.

□Social media helps drive traffic to your website. You can post just a snippet of information on your social media channel and encourage people to learn more on your website with a live link to the specific page. Likewise, when people visit your website, you want them to know about the different social media channels you are using. Make sure your website and social media channels link to each other (this is called backlinking) and that you’re driving traffic back and forth. For example, Artists for Humanity uses its Facebook page to share information and stories from the young artists it serves and then encourages Facebook viewers to visit its website and online stores where people can buy art.

□Social media can help build a community of supporters around the world! One of the most famous examples of this is Barack Obama’s campaign, during which his e-mails, Facebook posts, and tweets rallied supporters both in the United States and abroad. He also encouraged readers to share this content and their opinions with their friends on social media.

□Social media can help you establish and deepen relationships. Good relationship management is central to success, whether you are a business or a nonprofit! But relationship-building (which, in my mind, is akin to dating) takes time, and time can be in short supply. Social media helps you facilitate and deepen relationships with multiple people at the same time in a faster, easier way.

□Use social media to showcase your supporters and their impact. Having your donors or volunteers write a sentence or two or capturing their comments on video about why they support your organization is a great way to demonstrate the impact that donors and volunteers have on your organization (and vice versa). It will inspire others to follow suit. Donor- and volunteer-centered content like this can also help you expand your reach because the donors or volunteers being profiled will most likely share the post with their friends, family, and colleagues.

Step 2: Decide which networks to use. It isn’t necessary to master every single social media channel out there! Start with two, see how it goes, and expand from there. At present, the Big Four are:

•Facebook—with 1.71 billion users, Facebook is best for boosting visibility, driving traffic to your website, raising money, recruiting and mobilizing people, cause marketing (the cooperative efforts of a for-profit business and a nonprofit organization for mutual benefit), building community, and strengthening and deepening relationships.

•Twitter—with 320 million users, Twitter is useful for increasing search engine rankings, communicating with supporters, building community, and also strengthening and deepening relationships.

•YouTube—with more than 1 billion users, YouTube is a video channel that is ideal for reaching young people and carries a high visual impact. You can use YouTube to tell stories, promote events, post how-to videos, build community, and strengthen and deepen relationships.

•LinkedIn—with 300 million users, LinkedIn is a professional networking channel best used for researching people (donors, potential board members, foundation trustees, etc.), and posting jobs and internship positions. Use LinkedIn groups to raise awareness, educate people, build community, and strengthen and deepen relationships.

The popularity—to say nothing of the actual existence—of social media channels changes over time, but the four listed above have (thus far) had staying power. Some other popular networks include:

□Instagram—best for sharing photos, especially of events, and behind the scenes moments.

□Storify—best for improving SEO and creating longer posts with content from multiple sources (tweets, videos, photos, comments, etc.).

□Quora—best for writing and sharing content as well as reaching news junkies.

□Tumblr—best for sharing videos, photos, or blog posts. You can post different types of media to the same channel.

□Pinterest—best for promoting events, products, or infographics.

Before you sign up for a single network, however, it’s important to determine if using that network will help you achieve the social media goals you’ve selected. You may need to do some research to see who’s using the network, what they’re using it for, and whether they are potential donors, supporters, or clients. Do they have the ability to influence other potential donors, supporters, or clients? Note what type of content is popular and what type of content gets shared. (Remember, you want people to share your content with their friends, family, and colleagues in order to expand your reach.) Also, what resources (time, skills, etc.) are required to maintain this social network?

Step 3: Research what similar and different nonprofits are doing, both locally and globally.

Lots of organizations are doing amazing things on social media that can inspire you! Conversely, many are not. When evaluating other nonprofits’ social media efforts, take note of how they use photos, videos, blog posts, and other content types. See if they use different networks for different purposes—if so, what are they?

Step 4: Establish your voice and your organization’s brand.

If you don’t have a brand, see the section below on the importance of branding.

Your brand should be consistent between networks, but don’t be afraid to have a unique voice. The voice of your social media should reflect and resonate with both your mission and organizational culture so that it provides social media visitors with a consistent experience of your agency. Is your organizational culture formal or informal? Do people in your organization and circle of supporters appreciate humor? Or is the tone of the organization more serious? Your organization’s voice should be authentic because that helps people make a deeper and more meaningful connection.

Step 5: Set up a management process.

Social media can enhance—or ruin—your reputation. The management of your social media presence is an important job that needs to be strategic and well coordinated. Just because most interns are young and use social networks in their daily lives doesn’t mean they should be managing your social media! Most interns lack sufficient knowledge of your organization, life experience, or acumen to make informed decisions about what constitutes a good or appropriate post. For example, one of my clients let an intern manage their Facebook page. The intern posted photos of the kids at camp and tagged them (used their names) without first getting permission. Needless to say, they received some unpleasant phone calls from angry parents!

Select two people in your organization to have absolute and exclusive control of social media content (one main person plus a backup person who can post in their absence). Suggested content can be submitted to them by other staff, board members, volunteers, or clients, but these two individuals should be the only ones who have administrative access to your social media networks. This helps ensure consistency of brand, voice, tone, and appropriateness of posts.

Step 6: Determine guidelines.

Ideally, everyone in the organization can contribute to social media content, so guidelines are a must. (Plus you want to have these things in writing in the event there is a change in staffing.) You’ll need to determine what is (and isn’t) appropriate to share, the overall tone or voice, the times and days that social media is updated, how to answer requests or questions that come in from people via social media, and who decides what can and cannot be posted.

Using Social Media to Raise Money

Social media is a great way to raise money, and it makes donor recognition easy and fun. You can feature a donor on Twitter or Facebook or make a quick YouTube video about their involvement. Donors will feel included and important, and they are likely to share their featured story with friends, family, and colleagues who may in turn become supporters. The result? A wealth of good feelings toward your organization and an expansion of your reach. Research shows that happy donors will renew and increase their gifts.

Use social media to shine the light on the great work you are doing, 24/7, 365 days a year. You want to make sure you’re posting at different times and on different days. Not all your donors will see every video, tweet, or photo. However, if your social media posts are done correctly, donors and potential donors will see enough of the posts to know that the organization is successful. Research shows that, like happy donors, donors who feel well-informed will happily renew and increase their gifts.

Social media can also be used to make supporters aware of fundraising campaigns. Post information about the progress of a campaign or a large recent donation and then challenge your donors to exceed it! Online giving is the preferred way of giving for many people. So use social media to inform and share about your fundraising activities. Fans will appreciate the insider knowledge, and it serves as a reminder to give. Be sure to include a “donate here” link!

We don’t want donors to see our appeal letter and then forget about it for three months. We want them to act quickly—preferably now! Social media allows nonprofits to create a sense of urgency because social media (unlike printed materials) is done in real time. If the need is urgent, donors are more likely to give right away.

Social media allows nonprofits to build connections and forge relationships with the public in a way that feels authentic and personal. When you’re first getting started with social media, you might feel that a photo, tweet, or Facebook status is silly or that you’re potentially violating someone’s privacy. But for people who have a genuine and perhaps even increasing interest in your organization, social media is the best way for them to get a peek inside the life and work of the organization in a way glossy appeals and polished annual reports cannot. It may sound counterintuitive, but the more raw and flawed a piece is, the deeper the connection. This is because such posts allows people to see the organization as human and flawed, just like them.

What ballet fan wouldn’t want to see a video of dancers warming up backstage before the Nutcracker’s opening night? What donor wouldn’t want to read the story about a mother who overcame homelessness after staying at your shelter? What social media user wouldn’t smile at the story of a young boy who beat cancer? Even if people scroll past the stories, skip the videos, or read half of a blog post, they’ll still be reached—and impacted—by the organization. This means they’ll be more likely to make a donation either now or later down the line.

Social media allows organizations to build relationships with many people faster without having to leave the office. Social media provides you with a way to “date” many donors and potential donors simultaneously.

Tips for Social Media Success

Don’t miss out on the huge opportunities presented by connecting with supporters via social media networks. People need and want to hear from you, and social media makes it easy. Here are some tips to help you succeed:

□Take social media seriously. Social media is real marketing, done in real time, and it could make a real difference to your organization.

□You don’t need to be on every social media channel there is—start with two and build from there as your capacity grows.

□Find out where your audience is already active and follow them there. (If you don’t know, do a quick poll.)

□Invest the time to set up a year-long social media and communications plan—it makes implementation MUCH easier and more effective! (See the sample plan below.)

□Set aside at least 30 minutes each day to check each network to see if anyone has responded, commented, liked, or somehow interacted with the most recent posts. If you need to respond, do it right then. If not, check out what other people are doing—and respond, comment, or like it. This will help direct traffic back to your pages.

□Use Hootsuite or another scheduler to make sure your posts go out at the optimal time. Schedulers also allow you to line up social media posts for weeks in advance so you don’t have to worry about it while you’re on vacation!

□Don’t let yourself become intimidated—there are tons of blogs, articles, and how-to videos on the Internet to boost your social media know-how and confidence!

□Think outside the box. Be innovative. Have fun. Take chances!

The more time your organization invests in social media, the more effective the return. It’s not imperative that you have a presence on every social media platform. However, it is important to use those networks where your existing and potential clients and supporters are already active. By starting with only one or two social networks and investing as little as 30 minutes per day, you can build a strong social media presence that will help raise funds and leverage other kinds of support (volunteers, in-kind donations, advocacy, signing of petitions, calls to legislators, etc.). With a bit of energy and planning, you can expand your network of helpers tenfold.

Pulling It All Together—Your Communications Plan

Trying to manage all the different methods of communication—storytelling, social media, e-mail, newsletters—can feel overwhelming. The best way to make sure that you maximize the potential of all of these methods is to develop a year-long communications plan.

Instruct your team (this should include anyone working in the development and marketing departments) to gather input from program staff regarding any celebrations, events, or special programs taking place. Then bring your team together and start to create a calendar for your communications for the next 12 months (see the appendix for an example). You’ll need large paper, a flipchart, or a whiteboard so everyone can see the big picture. You can also use a large wall calendar. Regardless of the tool you use, here are some tips for creating your communications plan:

1.Start by recording known staff outages on your calendar—holidays, vacations, and other times you and members of your team will be out of the office so you can plan ahead for these absences.

2.Add each of your special events. Decide how far in advance you need to start communicating and what the follow-up will be.

3.Add any planned direct mail/e-mail appeals that you’ll want to use your communications program to enhance. (For example, as part of an appeal you may want to share client and donor stories, announce progress toward your goals, share infographics that illustrate the need for your programs, etc.)

4.Add your newsletter production schedule.

5.Add regular website updates.

6.Add regular social media updates.

7.Add holidays or other organizational celebrations. (For example, one of my former clients celebrates International Women’s Day.) These will provide themes around which you can form mini communications campaigns.

8.Add anything else that is important to the life of your organization. (For example, one of our clients does an annual Halloween costume drive and a holiday toy drive, as well as an annual holiday wish list for their residents.) Chart out start and end dates for communications campaigns for each of these.

9.Fill in any gaps with stories about your clients, volunteers and donors, or with photos or videos that provide an insider look at what happens at your organization day-to-day.

Run the completed calendar by the rest of the staff to make sure you’ve included everything noteworthy that’s happening during the year and adjust as needed. Then make sure each staff member gets a copy. There are usually two versions of this report—one that’s posted on a wall calendar where the staff responsible for executing it can see it and another in an Excel spreadsheet, which can be stored on the computer and referred to as needed. It’s also helpful to post these dates on whatever electronic calendar system you use so that you get alerts about deadlines and other important dates.

Be sure to revisit the plan on a regular (monthly) basis and keep it updated. Don’t forget to respond to incidents and news that pop up in the world beyond your organization as the year unfolds. You want to be seen as a leader in your industry, and responding to what’s going on in the world, not just in your community or your industry, is a great way to achieve this goal!

The Importance of Branding

“A brand for a company is like a reputation for a person. You earn reputation by trying to do hard things well.”

Jeff Bezos, founder, Amazon.com

A brand is a distinguishing symbol, mark, logo, name, word, sentence, or a combination of these items that companies use to establish their unique place in the market. Branding is the art of becoming knowable, likable, and trustworthy (because consumers are more likely to purchase from companies they know, like, and trust). Branding is the process by which a company creates an emotional connection with its audience so that they are the first ones the customer thinks of when they have a need or concern that the company can address. A brand serves social, emotional, and functional needs. All of this holds true for nonprofits, too! A nonprofit’s brand becomes the symbol of the cause. If a person doesn’t identify with or have a good feeling about your cause, they will not support it.

Branding is much more than just your logo and a tagline that summarizes your organization’s mission. When considering your nonprofit’s brand, it’s important to think about the experience you want your stakeholders to have when they encounter any promotional material your organization produces—your logo, your website, your social media presence, the way your staff answers the phone, and the way your clients experience your staff. In short, your brand is the way your stakeholders (clients, donors, volunteers, funders, etc.) perceive your organization.

Brands can be a powerful way to convey your mission, values, and worth. Check out the logos for Habitat for Humanity, the Red Cross, and the American Heart Association. What do you think of when you see each logo? What words and images come to mind? How does it make you feel? This didn’t happen by accident—Habitat for Humanity, the American Red Cross, and the American Heart Association have worked long and hard to make sure that you associate their logo with a particular (positive) experience.

Many nonprofits neglect the branding process because we’ve been taught that we’re not supposed to invest in “marketing.” But there are many reasons why branding is important:

1)Branding creates recognition. The last time you went to the grocery store, did you have to search up and down the condiment aisle to find the Heinz Ketchup? Of course not, because Heinz uses the same label, logo, and color scheme every time. Ditto with Nike—they would no sooner produce a pair of sneakers without the iconic Swoosh than they would produce a pair of high heels!

If we’re not appearing in people’s inboxes, on social media networks, and in people’s mailboxes in a variety of different ways, we risk being overlooked. Beyond this, people tend to do business with companies with whom they are familiar. If your branding is consistent, your organization will become easily recognized, and you’ll get a better response to the materials you send out.

2)Branding raises the level of professionalism for your organization. No one wants to buy tickets to sail on the Titanic! A clear, consistent brand conveys the message that your organization has it together, knows what it is about, and is here to stay!

3)Your brand helps set you apart from other nonprofits. With 1.5 million nonprofits in the United States and only seven seconds to capture someone’s attention, our brand is one of the fastest ways we can differentiate ourselves from others.

4)Branding helps articulate and reinforce your message. Your entire branding package—from its visual elements (logo, font, etc.) to the experience that people have when interacting with your staff, board, and volunteers—conveys and reflects your nonprofit’s mission and reinforce the underlying organizational values.

5)A strong brand generates referrals. Think about it—people wear brands, eat brands, listen to brands, and are constantly telling others about the brands they love. Whether they know it or not, they are serving as a marketing tool for the company whose brands they prefer. Can you imagine the marketing power your nonprofit would have if you could get your stakeholders to promote your organization the way they would their favorite restaurant, clothing store, or vacation destination? Done right, branding can attract donors, advocates, volunteers, and other resources through word-of-mouth referrals.

6)A clear, consistent brand helps puts the customer at ease because they know exactly what to expect each and every time they experience the brand. Regardless of what you think of McDonald’s, you know that a Big Mac in Arkansas is going to taste the same as a Big Mac in China. Also, you can identify the Golden Arches anywhere, even if you don’t speak the language!

7)Your brand represents your promise to your stakeholders. It’s important to remember that you are the brand, your staff is the brand, and your promotional materials are the brand. What do they say about you, and what do they say about what you’re going to deliver to the client? To the funder or donor? For example, people know they can rely on the Red Cross to be there in the wake of a natural disaster.

8)A clear brand strategy helps you stay focused on your mission and vision as an organization. Your brand can help you be strategic and guide your outreach, promotional, and marketing efforts, saving time and money. Having a clear brand also helps streamline the production process.

9)You brand helps create an emotional connection with your stakeholders. A good brand connects with people at an emotional level; you want them to feel good when they buy the brand (support the cause). Remember, philanthropy is a heart-centered activity!

10)A strong brand will provide value to your organization well beyond your physical and monetary assets. According to Forbes Magazine, in 2016, the Apple brand was valued at $154.1 billion, followed by Google ($82.5 billion), Microsoft ($75.2 billion), and Coca-Cola ($58.5 billion).1 Are these company’s values based on their equipment, warehouses, factories, and products? No—their brand has created a value that far exceeds their physical value.

Your brand should feature a contemporary, relevant design that engages those who see it. Brand guidelines (often called a branding book) help ensure the consistent use of your logo, colors, fonts, and other style decisions. Building your brand requires clarity and a steadfast pursuit of your mission. Your brand should focus on the impact your organization has achieved over time, not just the services it provides. Delivering results on a consistent basis also helps build a brand that people come to trust. Marketing, promotion, and outreach that is donor-centric rather than organization-centric contributes to the brand as well. This also holds true for your communication efforts, which should be two-way in nature. Staff, board, and other stakeholders can help promote and reinforce the brand by articulating the organization’s mission and impact.

The best brands are built on a strong, central idea, one that everyone in the organization can articulate, commit to, and can deliver on. Your brand needs to permeate the entire organization. When your organization clearly and consistently promotes and delivers your brand, you will reap the benefits of brand loyalty among your clients, donors, volunteers, and other stakeholders.

And there you have it—all the communications tools that are at your disposal to begin broadcasting to the world about the great work your organization does. Don’t be surprised when donors, volunteers, friends, fans, advocates, and other resources start flooding in your door. When they do, don’t forget to let the world know about it!


1 Kurt Badenhausen, “Apple, Google Top The World’s Most Valuable Brands Of 2016,” Forbes Magazine, May 11, 2016, https://www.forbes.com/pictures/mli45fflem/1-apple/#646c631847d1.




Conclusion

The current administration appears to be keen on unraveling the social covenant that the government has had with its citizens since the founding of the United States. Regardless of your political leanings or ideology, I think we can all agree that for the foreseeable future, the government will most likely continue to cut spending on social programs.

In this every-man-for-himself environment, today’s nonprofits have an even more important role to play in providing a safety net for our most vulnerable citizens. There is no one else to do this work—it is up to us to step up and fill the gap, to meet the needs of those who are being left behind. In order to fulfill our missions at a higher level, we need to raise more money so that we can provide more services to more people. Ultimately, we need to raise enough money to move the needle on the social problems that have been plaguing our society for decades. This will require a new approach.

Concurrent with the changing political climate is a huge generational shift. Baby Boomers (1945–64)—the largest generation the United States has ever seen—are retiring at the pace of 10,000 a day, leaving leadership positions at nonprofits up for grabs. Gen X (1965–85) and Gen Y/millennials (1986 and beyond) are moving up the ranks and have very different ideas about the workplace than their predecessors. We need to take these generational differences into account when we develop our fundraising strategies and tactics.

At the same time, the largest transfer of wealth in the history of the United States is underway. A 2014 study estimates that nearly $60 trillion in wealth will change hands over the next 55 years, from Baby Boomers to their children. We can’t afford to miss out on this opportunity, yet few nonprofits are in a position to truly take advantage of it through individual donor programs, major gift campaigns, and estate-planning initiatives.

If we want to engage Gen X and Gen Y and capture some of the wealth that’s being handed down, we need to adopt a new approach to fundraising. We need to revamp every aspect of our fundraising programs in order to fulfill our potential. We need to carve out time to engage in short- and long-term financial and strategic planning, engaging those who care about our organizations in the process. By doing so, we can chart an exciting course for the future and inspire others to help us reach our goals. There are so many people who want to help and have gifts they can bring to the party—they’re just waiting for you to invite them!

In today’s increasingly competitive market, we need to adopt a fresh approach to grant writing, one that integrates storytelling and marketing techniques, so we can capture readers’ attention and make a heart-to-heart connection. Making a heart-to-heart connection with our donors will also help us maximize the revenue we realize through our individual donor programs.

Engaging in program evaluation will help you back up your bragging with data. Building a better, stronger board will expand your fundraising capacity and provide you with a small army of ambassadors and cheerleaders who are ready to help the organization reach a variety of goals. Communicating with your stakeholders and the community at large will help leverage all sorts of resources—monetary and in-kind donations, volunteers, partners, board members, friends, and fans.

More than ever, the focus of our fundraising efforts must be on building and deepening relationships with the people who care about our cause. Many of today’s donors—particularly Gen X and Gen Y—want to be part of the organization. They want to be engaged. They want to be insiders and to use their skills, talents, enthusiasm, and networks to help.

They also want nonprofits to keep it real—for us to share our successes and our failures. The “new school” fundraising approaches outlined in this book teach you how to use marketing techniques, social media, and other communications tools to share the good, the bad, and the ugly with those who care most about the people the organization serves.

“Nonprofit” is a tax status, not a business model. It’s time for us to dig down, explore, and expunge the limiting beliefs and attitudes that no longer serve us or our organizations. It’s time for us to stop thinking that “overhead” is a dirty word, that we must budget for break-even, and that we must do more with less. It’s time for us to hold our heads up, be proud of the work we do, set the bar higher, and demand our fair share of the pie! After all, what would life in the United States be like without the arts, health care organizations, educational institutions, or social services? Pretty bleak!

In the United States, the nonprofit sector is where the rubber meets the road. Many of the innovations for which our country is known—including putting a man on the moon and the first open-heart surgery—happened in the nonprofit sector.

Yet we keep settling for less.

So much less!

Our clients deserve better.

Our society deserves better.

So let’s do this.

Let’s awaken and articulate and pursue our dreams—the dreams we have about making this world a better place to live in, for everybody.

Let’s move beyond this culture of financial deprivation that has kept us prisoners for far too long.

Let’s pursue our inspiration.

Let’s follow aspirations. And let’s share those with everyone we meet.

Let’s disrupt our traditional modes of thinking, challenge our beliefs, and step out of our comfort zones.

Let’s get bigger. And bolder. And better.

Let’s raise the kind of money we need to move the needle on the social problems that have been with us for decades. Let’s make this world a better place—for those who are turning to us for help right now, and for those who are coming after us.

As you move forward with the strategies and techniques outlined in this book, remember that growth is uneven. While it’s important to strengthen every aspect of your fundraising program, trying to work on each aspect simultaneously is a recipe for failure. Implement one strategy at a time. Start with a relatively easy one, and it will bring immediate success. Experiment. Play! But be sure chart your results so you know what works. Then try another. And another… . Before you know it, you’ll be raising more money than you ever thought possible and having more of an impact on the lives of the people who turn to you for help.

Best of luck.

Go get ‘em!


APPENDIX

Sample Communications Plan

Jeremiah’s Inn Communications Calendar

Each week, Jeremiah’s Inn planned to post two to three Facebook posts, with at least one on hunger, food insecurity, or nutrition, and another on addiction and recover. Other ideas for the weekly posts included inspirational quotes, check presentations, volunteer groups, celebrations, graduations, wish lists, and events. For their e-news, Jeremiah’s Inn planned to send out at least one e-mail per month, or more frequently if there was big news to report. The organization published three newsletters per year—in March, June, and September—via mail, e-mail, and the website.











	January 2016




	Week of:

	2-Jan

	9-Jan

	16-Jan

	23-Jan




	Event (if any):

	 
	 
	 
	 



	Facebook

	Happy New Year

	 
	MLK Day

	 



	E-mail/e-news:

	 
	 
	 
	Send out e-news (highlights of the month)




	Newsletter:

	 
	 
	 
	 



	Website:

	 
	 
	 
	Update




	Other:

	January 3: board meeting reminder

	January 10: board meeting

	 
	 
















	February 2016




	Week of:

	30-Jan

	6-Feb

	13-Feb

	20-Feb

	27-Feb




	Event (if any):

	 
	 
	 
	 
	 



	Facebook:

	 
	Happy V-Day (love our donors/volunteers)

	 
	 
	 



	E-mail/e-news:

	 
	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	Meet to discuss content

	Complete first draft

	Complete second draft




	Website:

	 
	 
	 
	 
	Update




	Other:

	 
	February 7: board meeting reminder

	February 14: board meeting

	 
	Order wafer seals and labels
















	March 2016




	Week of:

	6-Mar

	13-Mar

	20-Mar

	27-Mar




	Event (if any):

	 
	 
	 
	 



	Facebook:

	 
	Happy St. Pat’s Day (March 17)

	 
	 



	E-mail/e-news:

	 
	 
	 
	Send out e-news (newsletter)




	Newsletter:

	Complete final draft

	Send to printer

	Mail

	 



	Website:

	 
	 
	 
	Update




	Other:

	March 7: board meeting reminder

	March 14: board meeting

	 
	 















	April 2016




	Week of:

	3-Apr

	10-Apr

	17-Apr

	24-Apr




	Event (if any):

	 
	 
	 
	 



	Facebook:

	 
	 
	 
	 



	E-mail/e-news:

	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	 
	 



	Website:

	 
	 
	 
	Update




	Other:

	April 4: board meeting reminder

	April 11: board meeting

	Send out invite to annual meeting

	 
















	May 2016




	Week of:

	1-May

	8-May

	15-May

	22-May

	29-May




	Event (if any):

	 
	Annual meeting May 10 @ 5 p.m.

	 
	 
	 



	Facebook:

	 
	 
	 
	 
	Advertise food drive




	E-mail/e-news:

	 
	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	 
	Meet to discuss content

	Complete first draft




	Website:

	 
	 
	 
	 
	Update




	Other:

	Follow-up calls and reminders re: annual meeting

	Reminders re: annual meeting

	 
	Order wafer seals and labels

	Mail out annual report
















	June 2016




	Week of:

	5-Jun

	12-Jun

	19-Jun

	26-Jun




	Event (if any):

	 
	Food drive

	 
	 



	Facebook:

	Advertise food drive

	Publicize food drive; Father’s Day (Sunday, June 18)

	Share results from, follow-up, and thank-yous from food drive

	 



	E-mail/e-news:

	 
	 
	 
	Send out e-news (newsletter)




	Newsletter:

	Complete second draft

	Complete final draft

	Send to printer

	Mail




	Website:

	 
	 
	 
	Update




	Other:

	June 6: board meeting reminder

	June 13: board meeting

	 
	 















	July 2016




	Week of:

	3-Jul

	10-Jul

	17-Jul

	24-Jul




	Event (if any):

	 
	 
	 
	 



	Facebook:

	Happy Fourth of July

	 
	 
	 



	E-mail/e-news:

	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	 
	 



	Website:

	 
	 
	 
	Update




	Other:

	July 5: board meeting reminder

	July 11: board meeting

	 
	 
















	August 2016




	Week of:

	31-Jul

	7-Aug

	14-Aug

	21-Aug

	28-Aug




	Event (if any):

	 
	 
	 
	 
	 



	Facebook:

	 
	 
	 
	 
	 



	E-mail/e-news:

	 
	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	 
	 
	 



	Website:

	 
	 
	 
	 
	Update




	Other:

	August 1: board meeting reminder

	August 8: board meeting

	 
	 
	 
















	September 2016




	Week of:

	4-Sep

	11-Sep

	18-Sep

	25-Sep

	25-Sep




	Event (if any):

	Recovery Walk (September 23 or 24?), Screenings—Anonymous People, A Place at the Table, Our special event




	Facebook:

	Recovery Month AND Hunger Action Month




	E-mail/e-news:

	 
	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	Meet to discuss content

	Complete first draft

	Complete second draft




	Website:

	 
	 
	 
	 
	Update




	Other:

	September 5: board meeting reminder

	September 12: board meeting

	 
	 
	Meet to discuss appeal




	 
	Strategic Plan

















	October 2016




	Week of:

	2-Oct

	9-Oct

	16-Oct

	23-Oct

	30-Oct




	Event (if any):

	Costume drive




	Facebook:

	 
	 
	 
	 
	Happy Halloween!




	E-mail/e-news:

	 
	 
	 
	 
	Send out e-news (newsletter)




	Newsletter:

	Complete final draft

	Send to printer

	Mail

	 
	 



	Website:

	 
	 
	 
	 
	Update




	Other:

	Complete first draft, appeal. October 3: board meeting reminder

	Complete second draft, appeal. October 10: board meeting

	Get Trish to approve appeal

	Complete final draft, appeal

	Send appeal to printer




	 
	Strategic Plan
















	November 2016




	Week of:

	6-Nov

	13-Nov

	20-Nov

	27-Nov




	Event (if any):

	 
	 
	Thanksgiving (November 23)

	 



	Facebook:

	Happy Thanksgiving (November 23) Collect info re: wish list for guys, publicize info re: turkey baskets




	E-mail/e-news:

	 
	 
	 
	Send out e-news




	Newsletter:

	 
	 
	 
	 



	Website:

	 
	 
	 
	Update




	Other:

	Mail out appeal. November 7: board meeting reminder

	November 14: board meeting

	November 21: Thank-a-thon reminder to board

	November 28: Thank-a-thon/Giving Tuesday




	 
	Strategic Plan




	 
	Holiday cards to donors and funders
















	December 2016




	Week of:

	4-Dec

	11-Dec

	18-Dec

	25-Dec




	Event (if any):

	 
	 
	 
	 



	Facebook:

	Publicize wish list

	Happy Holidays

	Happy New Year




	E-mail/e-news:

	 
	 
	 
	Send out e-news (highlights from the year)




	Newsletter:

	 
	 
	 
	 



	Website:

	 
	 
	 
	Update




	Other:

	December 5: board meeting reminder

	December 12: board meeting

	 
	 



	 
	Strategic Plan




	 
	Holiday cards to donors and funders
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P.O. Box 30035 JEREMIAH’S INN (508) 755-6403

Worcester. MA 01603 1059 Main Street Fax (508) 793-9568
E-mail: info@jeremiahsinn.com
Serving the Community Since 1982

Name
Address
City, State, Zip

Date
Dear (name):

Can you imagine...
--not knowing where your next meal is coming from, or when you will eat again?
--the pain a parent feels when she has to send her children to bed hungry?
--the toll these circumstances would take on you over time?

For more than 11,000 residents living in South Worcester, food insecurity and hunger are real,
every day struggles they must face.

Can you imagine...
--the pain a parent feels when he sees his son, slipping away before his very eyes?
--having alcohol or another drug dictate every single thing you do?
--watching your life — or that of someone you love —fall apart, and being powerless to stop it?

The opiate overdose rate in MA is twice the national average, and
MA is among the top 10 states for drug use and dependence among young adults, age 18-25.

But there’s hope. At Jeremiah’s Inn, every day, we make in-roads on the issues of hunger and addiction.

With your support, we’re able to provide food to more than 11,000 people each year, serving them with dignity
and respect. We provide nutrition education and cooking demonstrations, run grocery store tours, and operate
a 50-bed community garden, all in an effort to help people live happier, healthier lives, fueled by good,
nutritious food.

Because of you, we’re able to work with more than 100 men each year to tackle their addiction disorder. At the
Inn, they learn how to juggle recovery, work, and the activities of daily living in a supportive environment,
surrounded by other men who are on the same journey. We provide alumni with a place to come back to, so
they can continue to focus on and get support for their recovery.

As a result of your contribution of S____ on (date), we’ve been able to strengthen our residential program and
expand our Nutrition Center operations. We hope that you will show your continued support by making a
donation of S___ or more at this time so we can reach our goal of $ by September 1%. You enable us to
provide help, hope and services to those who need it, at a time when they need it most. Thank you for being
part of the Jeremiah’s Inn team!

Sincerely,

Janelle Wilson, Executive Director
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WWW.ABBYSHOUSE.ORG

January 27, 2013

It's hard to imagine anything more difficult than being homeless. Except being homeless with your
children. In MA, 95% of homeless families are comprised of a single mother and two children,
under the age of 10. Since 1976, Abby’s House has provided emergency shelter, affordable housing
and advocacy to nearly 12,000 low-income, homeless women and children from all 60 cities and
towns in Central MA, 98% of which have successfully regained their independence. We couldn’t
have achieved this level of success without the support of more than 250 volunteers and financial
contributions from individuals, community groups, businesses, and corporate and private
foundations.

The women and children who arrive on our doorstep have NO PLACE to go. They have exhausted
all of their resources, having stayed with family, friends, and/or in their car. Our job is to provide
them with SOMEPLACE -- someplace to sleep, to eat, to bathe; someplace in which to feel safe;
someplace where they can regroup and rebuild; someplace to regain their footing on the path to
independence.

Providing SOMEPLACE costs $35 per night. That doesn't sound like a lot of money -- and it's not,
when you consider that we utilize more than $400,000 worth of volunteer labor each year and
leverage a plethora of donations so that we are able to direct 88 cents of every dollar to service. But
when you start to multiply it by 94 beds and 365 nights, it adds up quickly. In fact, it adds up to
$1,200,850!

Like all nonprofits, Abby's House has to work hard to raise funds to meet its budget each year. With
the economy the way it is, making ends meet for the past two years has been a struggle. In order to
ensute that we are able to continue providing women and children with SOMEPLACE, we are
launching the Buy-A-Bed Campaign, a grassroots fundraising effort designed to engage businesses,
colleges, and community groups in collecting at least $35,000 before December 31, 2013.

We hope that you will join us in helping homeless women and children in Central MA regain their
footing on the path to independence by completing the enclosed donation form and sending in a
contribution. For more information, we invite you to visit our website: www.abbyshouse.org or
contact Sarah Lange, Director of Fund Development and External Relations at extension 18.

Sincerely,

72»:/5-%.%

Tess A. Sneesby
Executive Director

Abby’s House * 52 High Street, Worcester, MA 01609
508.756.5486 www.abbyshouse.org
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INDIVIDUAL FUNDRAISING PLAN FOR BOARD MEMBERS - FY13
NAME:

THANK-A-THON: Spring 2013
| agree to come to Abby's House to make calls, thanking our donors for their support.

BUY-A-BED CAMPAIGN: January - December 2013
71 | will sign out a Buy-A-Bed box and secure at least $ in donations
I will make a gift that matches the amount collected in my Buy-A-Bed box
| will organize campaign participation with a group(s) of which | am a member
| will help spread the word about the campaign with friends, family, co-workers, etc. using
word-of-mouth, email and/or Facebook
71 | will attend the end-of-campaign celebration (December 2013)

CORPORATE GIVING (year-round, but preferably by March 1, 2013)
| am suggesting we approach the following businesses/corporations for support:

1| am able to serve as liaison to the following corporations/businesses:

Il would like to participate in photo opportunities as often as possible

JET BLUE RAFFLE: Spring 2013
7 | will purchase at least ____ raffle tickets
| will sell at least ____raffle tickets

HIPHIPHERRACE: October 19, 2013
I | will participate in the event as runner, walker or volunteer
I | will encourage friends, family, co-workers to participate
1 | will advertise the event to my circle of family, friends and/or co-workers via word-of-mouth,
email and/or Facebook page
1 I will secure sponsorships of $250 or above from at least ____local businesses

COMMUNICATIONS & OUTREACH:

11 have "Liked"/will "Like" the Abby's House Facebook page (facebook.com/abbyshouse1)
I have signed up for/will sign up for email blasts (see the homepage of our website)

11 will forward emails and Facebook posts to my network
| am willing to participate in community outreach events (e.g., stART on the Street, Holden
Days, etc.) as available
| am willing to appear on local radio/TV shows as needed

1 1 would like to become a member of the Speaker's Bureau (training provided)

1 1 am willing to help "schmooze" at events such as: Greater Worcester Community Foundation
Annual Meeting (May), United Way Annual Meeting (May), Women's Conference (June), etc.,
as available
I 1 am willing to forward Abby's House videos, press releases, etc. to my network
Il will provide names, addresses and email addresses for people | believe should be receiving

Abby's House communications
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