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Preface

Capital campaigns encapsulate the most powerful and effective methods of
raising money. The campaign process is cost effective, inspiring, and often
heartwarming. Through these campaigns, you can raise more money than
you ever thought possible. While you will probably undertake a campaign
only once every 5 or 10 years, in most years you are likely to be either plan-
ning for a campaign, in the midst of one, or cleaning up from one.

This book is a practical and friendly guide to the campaign process. You
will get a great overview of campaign fundraising by reading it from cover to
cover, but you can also dip into it again and again as you move through the
campaign. Need a job description for your campaign chair? Need a wall cal-
endar to map out your campaign with stickies? Not sure just what you might
include in your campaign goal? You can just dip in here and there to find
help in answering your questions. Many a dog-eared and marked up copy of
the earlier editions of this book have served as daily resources for executive
directors, campaign managers, and development directors.

You will not only find explanations and descriptions of the campaign
process, but you will also find charts, graphs, and checklists, both in hard
copy and in a downloadable CD format. Stories spice the text here and there
and provide a real-life flavor of the kinds of oddball and inspiring things that
happen during campaigns. You will find tips on how to conduct a campaign
even if you don’t have a “fundraising board.” You will get advice about how
to deal with volunteers whose intentions are good but whose follow-through
is not. You will learn how to involve groups of people in the planning
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process so they gain a real stake in the process. There’s a complete section on
consultants: how to select the right one, how to assess their proposals, and
what you should expect from them.

This book outlines in both broad principle and minute detail most every-
thing you need to know about how to run a capital campaign. It’s a clear
step-by-step guide to planning for, implementing, and following through on a
capital campaign.

While the book is framed in terms of a $10,000,000 campaign, the con-
cepts and tools can easily be adapted to campaigns of any size. It captures
not only practical, how-to kinds of material, but it also highlights the very
human qualities that are part of every campaign. There are stories, examples,
and tidbits of psychology that bring an important bit of humanity to the
process.

For those who own an earlier edition, you might wonder what is differ-
ent about this version. While the basic principles of capital campaign
fundraising have stayed the same, many things have changed in the past few
years. We've become more sophisticated about prospect research, our ways
of communicating have changed quite dramatically, volunteer time has
become scarcer, and the Web plays a far larger role in our lives. This Third
Edition has been adapted to reflect many of these changes. But at its heart,
capital campaign fundraising continues to be about engaging prime stake-
holders so that they will invest generously in organizations, and this book,
like its predecessors, outlines the best ways to do just that.

While the changes and updates in content are significant, the changes in
writing style, format, and tools are even more important. I've rewritten the
major portion of the text to make it simpler and friendlier and to eliminate
repetition. With the wonderful support of the people at Jones & Bartlett, this
version is far easier to read and scan for just the material you need when you
need it. Many of the charts, worksheets, and checklists are also included in a
downloadable format so you can easily adapt and use them for your
campaign.

I’'m proud of this Third Edition. 1 hope you’ll like it too.
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chapter one

Capital Campaigns:
More than Money

WHAT IS A CAPITAL CAMPAIGN?

If you bought this book, you are likely thinking about undertaking a capi-
tal campaign. Perhaps you are a development director and your board
chair or executive director has told you in no uncertain terms that your
organization is going to have a campaign. Perhaps you are the board chair
yourself, and are wondering how to raise the money for a new building for
the organization you lead. Perhaps you are the executive director, explor-
ing whether a capital campaign might be a way to take your organization
to a new level of accomplishment. Whoever you are, you may feel excite-
ment, curiosity, even anxiety. The one thing you're sure of is that you need
more information.

Relax and get ready to learn! I've written this book with you in mind. It
will explain in detail everything you need to know about this amazing
fundraising process. Campaigns are scary, exciting, daunting, frustrating—
and yes, a huge amount of work. But if your organization is solid, and if you
follow the practices spelled out in this book, your chances of success are very
high. The basic processes behind planning and organizing capital campaigns
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have been tested for decades and found effective; they are based not on some
special magic, but on human nature and the cultural norms that influence
how we behave in Western cultures.

Capital campaigns are worth undertaking not only for their primary purpose
of raising money, but for their many powerful and positive side effects as well.

Rejuvenated People, Renewed Vision

The lure of large financial returns may stimulate your board, staff, volunteers,
and major donors to think courageously about the future. Nor is money the
only motivator: there’s also the challenge, the teamwork, the new vision, and
the chance to serve more people. Even the first glimpse of a campaign on the
horizon can galvanize a reluctant organization into making critical, much-
delayed improvements—strengthening the development office, say, or training
or adding staff, or upgrading an outdated information system.

Increased Volunteerism

You will have many opportunities to involve volunteers in planning, locating
and cultivating prospective donors, soliciting gifts, and more. If you do it
right, a campaign will extend your organizational family with volunteers who
continue to support your organization long after the campaign is over.

Improved Fundraising Skill and Confidence

You will have a chance to jump-start a major-gift fundraising program. If, as
in many organizations, your development process relies on small gifts from a
broad base of donors, from foundations or government grants, a capital cam-
paign can give you the impetus and opportunity to build strong relationships
with individual donors and to solicit major gifts—abilities that can transfer
to your ongoing development program.

Better Public Image

Capital campaigns tend to boost the visibility and stature of your organiza-
tion in the community. Some of this is due to increased press coverage, but
much comes through word of mouth among donors and volunteers as they
share news of the campaign’s success.

In this chapter, I'll cover basic information about capital campaigns.
We’ll look at the various types of campaigns you might be considering, and in
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doing so, we’ll come to understand the broader meaning of the phrase capital
campaign, and we’ll explore the characteristics that are common to all of
these various campaign models. I'll outline the phases of a campaign and dis-
cuss how often you might conduct one. Toward the end of the chapter you'll
find a set of basic requirements for success to help you begin to assess your
readiness. Finally, I'll describe the organizational culture I believe best sets up
a successful campaign. The conditions that establish this culture extend far
beyond fundraising practices and so create a somewhat broader frame from
which to dive into campaign planning. This chapter sets the stage for your
understanding of this complex and exciting fundraising process.

ONE SIZE FITS ALL

[ have written this book as a guide for leaders of organizations of all sizes
and missions. Whether you work for a small community arts center, or a unit
in a huge university preparing for a mega-campaign, the fundamentals of
capital campaign fundraising remain consistent. The examples and anecdotes
I've selected represent a wide range of institutions, so as to speak to people
from all walks of campaign life. The charts and models you’ll find in each
chapter depict campaigns with midrange goals of $10,000,000 or so, but
they can easily be adapted to your own smaller or larger campaign. For a
$1,000,000 campaign, for example, just divide by 10. For a $100,000,000
campaign, just multiply by 10.

The chapters have been organized in such a way as to carry you through
the campaign process from soup to nuts, in roughly the chronological order
you’ll need the information. The accompanying CD contains samples, charts,
worksheets, presentation material, and other information you may find useful.

If your organization is solid, and if you build a capital campaign follow-
ing the basic practices spelled out in this book, your chances of success are
very high. The capital campaign process works!

TYPES OF CAMPAIGNS

The phrase capital campaign is confusing. Sometimes we use it to refer to
building campaigns; other times we use it for fundraising efforts that are
much broader. Below are the common types of fundraising that often fall
under the capital campaign heading. See Exhibit 1-1 for a summary of cam-
paign types.
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Exhibit 1-1 Summary of Campaign Types

Type Purpose Pros/Cons Types of Gifts
Brick-and-mortar  Building projects Clear Cash
Easy to articulate Appreciated
Immediate results securities
Compelling results Gifts-in-kind
PR opportunities
Special projects Equipment Clear Cash
Small construction projects Easy to articulate Appreciated
One-time start-up funds Immediate results securities
Gifts-in-kind
Endowment Donor-restricted endowment Long-term results Cash
Board-restricted endowment Small return on Securities
investment Deferred gifts
Combined Building More complex Cash
Equipment Short- and long-term Securities
Endowment results Gifts-in-kind
PR opportunities Deferred gifts
Comprehensive Building Complex Cash
Equipment Harder to articulate Securities
Endowment Short- and long-term Gifts-in-kind
Program results Deferred gifts

Larger goals
PR opportunities
Economies of scale

Annual fund
income

Brick-and-Mortar Campaigns

These campaigns are the literal use of the phrase capital campaign. They are
fundraising programs that fund capital improvements. Their objectives are
usually simple and straightforward, responding to an organization’s capital
needs—new buildings or building renovations.

Special Project Campaigns

Some organizations use the capital campaign model to raise funds for
smaller, well-defined projects. A hospital might raise money this way for a
special piece of equipment; a day care center might raise funds for a new
bus; a theater company might raise money for a new stage lighting system or
renovations to the green room. These small projects lend themselves well to
the strategies of capital campaign fundraising without imposing the organi-
zational demands of a larger campaign.
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Endowment Campaigns

Some organizations conduct campaigns to establish or develop endowment
funds. These campaigns work best for well-established organizations that
have proven themselves over many years and have a strong base of support-
ers with many years of giving history. Because the funds raised through
endowment campaigns are not needed for short-term expenditures, they pro-
vide an opportunity for donors to make deferred gifts to the campaign
through planned-giving instruments.

Combined Campaigns

More common are campaigns that combine brick-and-mortar with endow-
ment. For example, an organization may conduct a campaign to build a new
facility and to create an endowment fund, the income from which will pay for
the long-term maintenance of the new building. Combined campaigns provide
opportunities for both immediate and deferred gifts. Some campaigns include
both construction costs and endowment for the upkeep of the building, or the
sustenance of the program that will be housed there. This is a way of making
endowment more tangible and immediate for donors, and it addresses the
concern about creating additional operating expense in the future.

Comprehensive Campaigns

Many colleges and universities use their campaigns to raise money for brick-
and-mortar, special projects, endowment, and annual fund. Comprehensive
campaigns often have very large goals that reflect the total amount that will
be raised by the organization over a period of 5 or even 10 years. These large
campaigns provide opportunities to increase the stature of an institution by
making public its overall scope and reach.

SPECIAL CHARACTERISTICS OF CAPITAL CAMPAIGNS

I mentioned at the start of this chapter that campaigns can have a powerful
reinvigorating effect on an organization, well beyond the ostensible purpose
of the campaign. Below are some additional qualities unique to campaigns
that contribute to their transformational effect on organizations.

Campaigns Usually Grow Out Of Strategic Planning

Most campaigns emerge out of extensive organizational planning. The organ-
ization has paused to review its mission, evaluate its strengths and weaknesses,



