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Presentation Notes
I’m delighted to be here with you and to provide some insight into educational advancement.  I will leave some time at the end for questions, but I strongly encourage you to interrupt me during my presentation with questions or to seek clarification.
You can all take some comfort in knowing that advancement is the administrative area for which most university presidents have the least preparation.  That said, it is also the area for which governing boards have some of the greatest expectations and, I might add, often unrealistic expectations.




What Is CASE?
• Council for Advancement and Support 

of Education founded in 1974 

• Only non-profit dedicated to 
educational advancement

• One of world’s largest educational 
associations (>3,400 institutions)

• Offices in Washington, DC; London; 
Singapore; Mexico City
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Let me start with a quick word about CASE. CASE stands for Council for  Advancement and Support of Education.  We were founded 37 years ago through the merger of two organizations that date back nearly a century.
CASE is a non-profit membership association that serves educational institutions with programs related to all areas of advancement. We are the second largest association of educational institutions in the world, with more than 3,400 members in nearly 70 countries. We are headquartered in Washington, DC, and have offices in London, Singapore, and Mexico City.  





What Does CASE Offer?

• 150 conferences – in person, online

• Publications – in print, online

• Research and information services

• Advocacy

• Recognition programs

• Professional network

COUNCIL FOR ADVANCEMENT AND SUPPORT OF EDUCATION 3

Presenter
Presentation Notes
We offer a wide and deep array of services to our members. Those services take many different forms – from conferences to research projects to publications.

At the heart of our mission and at the core of all those services is a commitment to sharing knowledge and best practice with schools, colleges, and universities that want to create or strengthen their advancement programs.
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What Is Advancement?
Advancement is the set of functions at 
an educational institution dedicated to 
strengthening relationships with key 
external constituencies, including:
– benefactors
– graduates
– opinion leaders
– decision makers
– prospective students
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And what do I mean by advancement?
The word refers to the set of management functions designed to strengthen between an educational institution and key external constituencies.   
One of the things that distinguishes advancement from most other administrative functions on campus is the wide range of relationships for which it is responsible.
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What Is Advancement?

The advancement functions include:
– Alumni Relations
– Communications & Marketing
– Fundraising
– Advancement Services

And may also include:
– Government Affairs
– Community Relations
– Special Events
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The specific functions within advancement will vary by institution but usually include alumni relations, communications, marketing, fundraising, and advancement services.  The latter refers to the research and database functions.

Increasingly the advancement office also has responsibility for such areas as government and community relations.  Some institutions have even included student recruitment within the advancement office.
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What Unifies Advancement?
All of the advancement disciplines 
are united by:
– the common goal of ensuring the 

long-term success of the institution
in fulfilling its mission, and

– the common strategy of building 
supportive relationships among 
those constituents who can make 
significant contributions to that 
long-term success.
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Whatever the array of activities, two things are common to all advancement functions:

A commitment to the long-term success of the institution, and

A focus on building supportive relationships.
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What Are the Keys to Success?
• Strategic Role – whatever the 

discipline, the advancement functions 
are most effective when directly linked 
to institutional mission and goals

• Integration – whatever structure, the 
integration of advancement functions 
improves results

• Applied Social Science – whatever 
the initiative, a research-based 
approach will increase the ROI
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What factors correlate with success in advancement programs?  There are three I would like to emphasize:  First, as I suggested a moment ago, the advancement functions need to be integrated.  This not to suggest a particular organizational model but to stress that the functions need to work in close collaboration.
Second, the advancement functions need to play a strategic role within the institution, not just a tactical one.
Third, advancement needs to be managed in a systematic and professional manner.
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What Are the Keys to Success?
• Long term – whatever the tenure of the 

CEO or CAO, the advancement effort 
should be designed to outlive them

• Team-oriented – whatever the 
program or activity, it will benefit from 
the engagement of the campus 
community

• Ethical – whatever the relationship, it 
must be nurtured with trust and 
strengthened with integrity
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There are three other factors that contribute to successful advancement programs:
They are designed and executed with a focus on the long-term.
They engage the entire campus community in meaningful ways.
And they are conducted according to high professional and ethical standards.  And toward that end, CASE has developed principles of practice for each of the main advancement disciplines.
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What Is the Role of the CEO?
• Visionary: who openly and 

consistently articulates a clear vision 
for the institution

• Face of the institution: who 
represents the values, the promise, 
and the integrity of the institution for 
key constituencies

• Advocate: who champions both the 
institution and its advancement 
efforts, internally and externally
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The president plays a central role in advancement.  That role includes setting the vision for the institution, because that vision will lie at the core of all the advancement efforts.  The president is also the primary representative of the institution with key constituencies.
Clearly the president must be a strong advocate for the institution as well as for the advancement operation itself.  Without buy-in from the top, the advancement program simply cannot be successful. 
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What Is the Role of the CEO?

• Role model: who sets the 
management behaviors for the 
leadership team

• Resource provider: who invests 
the human and financial resources 
needed to ensure the desired results 
from the advancement operation
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The president should, of course, model the behaviors he or she wants to see within the senior management team.

And the president needs to invest the human and financial resources necessary for the advancement operation to achieve its goals.

That begs the question of how much investment is necessary.
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Level of Investment
Annual operating expenditures on all 
of advancement as a percentage of 
total expenditures at U.S. institutions:
– Average: 3.03%
– Median: 2.43%
– Range: 0.22% - 10.05%
– Middle 50%: 1.52% - 4.09%
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The question is not a simple one, since the answer depends heavily on whether the university is starting from scratch or already has a well-established advancement program.
One helpful measure is to look at the money spent on advancement as a percentage of the university’s overall operating budget.  CASE’s research shows that American universities spend around three percent of their operating budgets on advancement.  However, you can also see that there is a fairly broad range, which underscores the point that it depends greatly on the maturity of the advancement operation.
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Purposes of Investment
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How is that investment divided among the advancement disciplines?
Over half of it supports the fundraising program.  Communications and marketing, alumni relations, and advancement services each receive a little more than 10 percent of the funding dedicated to advancement.
It is important to note that this chart only reflects the university’s investment.  The alumni program, for example, may also receive funds from other sources, including membership dues and income from entrepreneurial activities.
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What Is the Role of the CAO?

• Missionary: who advocates for the 
institutional mission and builds 
support among key constituencies

• Strategic manager: who designs 
and leads advancement programs in 
support of institutional strategy

• Leadership team member: who 
works collaboratively across the 
campus to achieve institutional goals
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As to the role of the chief advancement officer (or CAO), I would first note that some institutions have multiple CAOs, one for each of the major disciplines. However many there are, the CAOs should be  missionaries for the institution.  They should also be strategic managers of the advancement operations, ensuring that they support the institutional mission and goals.  And that means the CAOs need to be part of the institution’s inner management circle.
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Alumni Relations
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Let’s turn our attention now to the three major advancement disciplines beginning with alumni relations.
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What Are the Roles of Alumni?

• Serve as institutional advocates
• Provide feedback and counsel
• Generate financial support
• Share professional services
• Participate in governance
• Assist with student recruitment
• Offer career counseling, placement
• Add to talent pool
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Perhaps the most important message I can share with you regarding alumni relations is to recognize that the alumni body is more than a pool of prospective donors.

While alumni are certainly an important source of private funds, they bring much more to the table.  For example, they can be powerful advocates for the institution with government agencies and an extensive marketing network for student recruitment.
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What Are the Keys to Success?

• Value alumni in all their roles
• Start early
• Create lifelong involvement
• Instill pride
• Engage alumni on their own terms
• Foster interactive communication
• Facilitate networking
• Recognize alumni contributions
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The most successful alumni programs, then, are those that value alumni in all of their roles. 
Successful programs start early – making sure students understand the role of alumni in the life of the institution.
And successful programs maintain relationships throughout the lifetimes of the alumni by engaging them in ways that fit their interests and their lifestages.
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What is the Role of the CEO?
• Ensure a positive student experience
• Communicate regularly
• Meet with alumni leadership
• Engage alumni in life of the institution
• Build key relationships
• Involve other institutional leaders
• Respect important traditions
• Invest for the long-term
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Just as alumni play a variety of roles with the university, the president plays a variety of roles in the alumni relations program.  
One of the most important is to ensure a positive experience while students are still on campus.  It is very difficult to create a satisfied alumni body out of a dissatisfied student body.
It is equally important for presidents to demonstrate that they value alumni engagement and input.  That means meeting and communicating with alumni representatives regularly  and demonstrating that their voices have been heard.



COUNCIL FOR ADVANCEMENT AND SUPPORT OF EDUCATION 18

What is the Role of AR Office?
• Develop strategic AR program
• Coordinate two-way communication
• Engage alumni in life of institution
• Mobilize alumni on behalf of institution
• Maintain comprehensive database
• Advise president on alumni attitudes
• Facilitate networking 
• Maintain important traditions
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A key role for alumni relations officers, then, is to facilitate that ongoing, two-way communication with the alumni body.  
Toward that end, they need to maintain an accurate and comprehensive database of alumni contact information, demographic profiles, and levels of engagement with the university.
They need to design programs that will increase those levels of engagement and instill pride in the university.  And they need to help the president understand alumni viewpoints as part of the decision-making process.  
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Added Thoughts about AR

• Alumni represent the institution’s 
most enduring constituency

• Alumni are an institutional asset that 
grows every year

• Alumni have a major stake in 
institutional reputation

• Alumni provide 25-30% of donations
• Alumni can be valuable allies or 

voluble opponents
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Here are a few additional pointers regarding alumni relations.
The alumni body is not only the university’s most enduring constituency, it’s the one asset you can count on to grow very year.  
It’s also useful to keep in mind that  alumni have a major stake in the reputation of the university, since it affects the value of their diploma.  
And while not all donors are alumni and not all alumni are donors, alumni do, on average, provide between one quarter and one third of the donations to universities.  
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Now on to communications and marketing.
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What is Communications?

• Ongoing, interactive, multichannel 
process of information exchange

• Designed to foster understanding and 
support among key constituencies

• Designed to inform internal decision-
making

• Critical to the success of all 
advancement effortsC
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Every issue at a university eventually becomes a communications issue.  That’s because, at its heart, communications is not about publications and news releases.  It is about mutual understanding – between the university and its key constituents.  Not only is mutual understanding important to the success of the other advancement areas, it will ultimately determine the success of the institution as a whole.  And mutual understanding can be achieved only through a communications process that is two-way, interactive, multi-channel and ongoing.  
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What is Marketing?

• Not just promotion
• Not just a department
• Connecting the needs and interests 

of external constituencies with the 
goals and capabilities of the 
university

• A process and a mindset that applies 
to all areas of advancementC
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One of the most poorly understood concepts in higher education is marketing – even though we teach it on many of our campuses.  This lack of understanding stems in part from the reluctance of educational institutions to even use the word to describe their efforts to attract students, faculty, or donors.  This misunderstanding also stems from a general misperception that marketing begins and ends with promotional activities, such as advertising.  In essence, marketing is connecting the needs and resources of key external constituents with the goals and capabilities of the university.
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What is Brand(ing)?
• Your institutional promise (made and 

kept) as perceived by key audiences
• That which differentiates your 

institution
• A collective responsibility and the 

cumulative effect of daily interactions 
across the campus

• The result of a long-term, strategic 
process

• One of your most valuable assets
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Another term that is often misunderstood is “brand”.  A university’s brand is not the logo or tagline, it is the promise made and kept with key constituents.  A brand is built over time and by many people across the institution, including the receptionist, the groundskeeper and the security guard.  An effective brand communicates clearly what truly distinguishes the university from others.  And the brand is one of the institution’s most valuable assets.
On that point, let me ask you a provocative question – would you rather have Harvard’s endowment or Harvard’s brand?
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What Are the Keys to Success?

• Conduct regular research
• Measure attitudes and behaviors
• Provide feedback loops
• Use multiple channels
• Involve the entire institution
• Identify and repeat key messages
• Tell compelling stories
• Reflect institutional values
• Plan for crises, contingencies
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Among the keys to a successful communications and marketing program is an ongoing research effort that focuses on what you are trying to accomplish and on evaluating your progress toward those goals. Another key is to make sure that your communications  efforts reflect your institutional values.  If you are committed as a university to the free exchange of ideas, then your communications should be conducted in that spirit.
Of course, even the best communications and marketing efforts can be quickly undone by a crisis that is poorly handled.  So you need to have a crisis communications plan in place
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What is the Role of the CEO?

• Be accessible and available as chief 
spokesperson for the institution

• Know that you’re never “off the record”
• Keep your messages clear, simple, 

direct, honest, big-picture
• Include communications professionals 

in institutional decision-making
• Ask staff to suggest ways you can 

improve your communications skills
• Don’t shoot the messenger
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My advice to university leaders regarding their own role in communications is fairly simple. And the first simple piece of advice is to keep your messages simple.  If you are going to cut through the noise and the information overload of our current communications environment, it will be through the repetition of a few clear and compelling messages about the university.  Presidents need to work with the communications office on refining those messages and their delivery of them.  Also, presidents need to create an environment in which communications staff feel comfortable sharing uncomfortable information or bad news.
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What is the Role of C&M Office?
• Conduct strategic program of two-way 

information exchange with key 
constituencies

• Coordinate communications and 
marketing efforts across campus

• Manage institutional reputation
• Scan the environment and assess 

external reactions to internal decisions
• Provide C&M counsel and support to 

leadership and operating units
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In fact, presidents should rely on the communications staff to assess how they and the university are perceived and how the decisions they make may be received.  Communications staff should also be charged with scanning the external environment for issues that could affect the university, monitoring changes in the institution’s reputation, and coordinating communications and marketing efforts across the campus.  To do all that, staff need to be part of the decision-making process at the university and not brought in only after damage has been done or a crisis has emerged.
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Added Thoughts about C&M

• Greater stature means greater scrutiny
• Good news is no news
• Listening is more important than 

talking
• Acting is more important that spinning
• Quality is more important than quantity
• Bad things happen to good institutions
• Plan before the crisis, live your values 

during the crisis, evaluate after the 
crisis
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I could say a great deal more about communications and marketing but let me offer just a few additional thoughts. 
It is bad news not good news that usually gets you on the front page of the newspaper.  As a reporter for the New York Times once told a CASE audience, the key factor in newsworthiness is tension.
I said earlier that it is important to plan for crises, because they will happen.  It is equally important to behave during a crisis in a manner that is consistent with your values, and to do a thorough evaluation after the crisis so you are even better prepared for the next one.



28

Fundraising

Presenter
Presentation Notes
And now for fund raising… 
I’ll talk a bit about fundraising in general and then about fundraising campaigns in particular.
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What Is Fundraising?

• A noble activity
• Both art and science
• A long-term effort
• For institutions of all types
• About donors of all types
• About donations of all types
• The “margin of excellence”
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A reporter once ask me if fundraising was just professional begging.  My answer was an emphatic no – I explained that it is the alignment of a donor’s passion with a university’s vision.  Indeed, it is a noble activity that combines the art of human relationships with the science of managing complex business practices.  It includes the small annual fund gift from a recent graduate as well as the pledge of a significant estate from a local community leader.  It provides the margin of excellence for a university… not the stopgap for cuts in public funding.
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• Invest
• Research
• Engage
• Listen
• State the case
• Ask!
• Thank

What Are the Keys to Success?
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So what makes for a successful fundraising program? The single greatest predictor of fundraising success is the number of times the university asks.  And the single greatest factor in determining the number of asks is the number of people asking.   Of course, there is a great deal of work to be done in preparation for asking.  Most important, you need to have engaged the prospective donor in meaningful ways in the life of the institution before there is any discussion of a donation.  You also need a clear understanding of the donor’s willingness and capacity to give, which comes from careful research and active listening.
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What are the Keys to Success?

• Build, steward lifetime relationships
• Take a comprehensive approach
• Recognize that people give to people
• Recognize that people give to winners
• Focus on impact
• Know how to hear “no”
• Know how to say “no”
• Use campaigns wisely

FU
N

D
R

A
IS

IN
G

Presenter
Presentation Notes
The successful programs take a long-term approach to fundraising and engage donors in a lifetime relationship.  Most major donors will have begun their philanthropy with small gifts decades earlier.   And success breeds success.  The generosity of one donor will inspire another.  Donors are also inspired by the achievements of the university and its potential to do great things.  They want their gift to have impact, not to plug holes in the budget.  And you can take comfort in knowing that even the most successful fundraising programs hear “no” far more often that they hear “yes.”  But they are persistent.
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What is the Role of the CEO?

• Devote your time
• Articulate your vision
• Show your passion
• Value your volunteers
• Ask!
• Support your staff
• Share your information
• Lead by example
• Build trust
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Let’s look for a moment at the president’s role in the fundraising process.  Presidents need to commit a significant amount of time to this activity, since major donors will be investing in their vision and their leadership.  Presidents need to be comfortable with asking for money, knowing that what they are really asking for is support in bringing the university’s vision to life.  It is also important that CEOs make their own gifts to the university – not only to set an example but also to experience what it means to be a donor.  And they need to share information with their fundraising staff about their ongoing contacts with donors.
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What Is the Role of FR Office?
• Identify prospective donors
• Research philanthropic potential
• Align donor interest, institutional needs
• Develop proposals and approaches
• Ask!
• Provide ongoing stewardship
• Follow professional standards
• Make effective use of president’s time
• Prepare president for donor meetings
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Similarly, it is the responsibility of the fundraising staff to share donor information with their presidents – to prepare them for donor visits and to keep them apprised of the progress of the fundraising program.  The fundraising staff should be doing the research to identify prospective donors, making the initial calls to determine their willingness and capacity to give, and laying the groundwork for a request.  In many cases, they should also make the ask.  They should reserve the president for special cases – either because of the size of the gift or the status of the donor.  Fundraisers also need to ensure donors are properly stewarded after the gift.
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Added Thoughts about FR

• Most major gifts are restricted
• Priorities for philanthropic support 

should be set by the institution
• Gift agreements and acceptance 

policies are essential
• Return-on-investment varies widelyFU
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A few last points about fundraising: Most major gifts come with some restrictions by the donor.  In fact, on average, over 90 percent of philanthropic support for American universities is restricted.  That’s why fundraising is not a way to balance the operating budget or replace reductions in government support.  Nonetheless, it is the institution – not the donor and not the fundraiser – that needs to set the priorities for private support.  It is also extremely important to have clear gift policies and donor agreements.  Finally, it is worth noting that the return on investment in fundraising varies widely.
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Return on Investment
For every dollar spent on fundraising, 
U.S. institutions receive a return of:
– Average: $10.16
– Median: $7.99
– Range: $1.94 - $68.57
– Middle 50%: $5.54 - $10.67
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So what is the range of returns on the investment in fundraising?  For each dollar spent, it can run from $2 to $70.  Obviously, these are the extremes.  On average, an institution in the U.S. can expect to get back roughly 8 times the amount  it puts into its fundraising program. Of course, that assumes a relatively mature program with an established staff and infrastructure as well as an engaged and capable donor base.
Whatever the stage of development, the investment of staff, time and money is one of the best investments a university can make.  
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Up until the recent global economic crisis, giving to American universities had been doubling every decade since the 1960s.

Total philanthropy in support of higher education in the U.S. is now approaching $30 billion each year.
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1. Stanford
2. Harvard
3. Johns Hopkins
4. USC
5. Columbia
6. Penn
7. Yale
8. NYU
9. Duke
10. Indiana

11. UCLA
12. Wisconsin
13. Cornell 
14. Berkeley
15. MIT
16. U of Washington
17. UCSF
18. UNC, Chapel Hill
19. Michigan
20. Chicago

Top 20 Fundraising Universities

Source: Council for Aid to Education, 2010
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A significant portion of that money – about 25 percent – is being raised by just 20 universities.
Even within the top 20, there is a fairly wide range of results.   Last year, Stanford topped the list at nearly $600 million, while number 20 on the list – Chicago – raised less than half that, roughly $250 million… still a lot of money.
It is worth noting that eight of the top 20 are public universities – those shown here in red. (Cornell is in blue because it is both public and private.)  Half of all philanthropic support goes to public universities.
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What proportion of a university’s operating budget comes from philanthropy?  Here again, we see fairly wide variation.
At a private baccalaureate college, fundraising accounts for more than 17 percent of the annual budget on average.  At a public master’s level institution, the figure is less than 4 percent.  And I would remind you that most of these funds are restricted and not available to cover general operating expenses.
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Corporations
17%

Other
Organizations

9%
Alumni

25%

Source:
Council for Aid to 
Education, 2010

Non-alumni 
Individuals 

18%

Foundations       
30%
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If we look at the sources of philanthropic gifts, individuals – alumni and non-alumni – are the single largest group of contributors.  
In fact, the figures are even higher than this chart suggests.  Included in the foundation figures are family foundations and donor-advised funds, which are increasingly popular vehicles for channeling individual contributions.  I would estimate, therefore, that individuals are responsible for roughly half of all giving to American colleges and universities.
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% of Alumni 
of Record

% of Lifetime 
Donations

Univ. A 0.4% 77%

Univ. B 1.0% 83%

Univ. C 0.9% 81%

Univ. D 1.0% 68%

Univ. E 0.7% 60%Source: Peter B. 
Wylie, 2005
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And a relatively small number of individuals will be responsible for the vast majority of that giving.  
This chart looks at giving over a lifetime by alumni at individual universities.  Consider the example of university B.  At that university, just 1 percent of the alumni are responsible for 83 percent of lifetime giving.
Obviously, the people who make up that 1 percent are very important to the institution and deserve speical attention.  But that does not mean you can ignore the other 99 percent.
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As I suggested earlier, one of the key reasons that you can’t ignore small donors is that they grow up to be large donors.

For example, among those who make a gift of $10,000 or more, 30 percent will have started out with gifts to the university of less than $100.
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1958 – $100 million campaign

1974 – $500 million campaign

1987 – $1 billion campaign

1990 – $2 billion campaign

2004 – $3 billion campaign 
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Presentation Notes
Now let’s turn our attention to fundraising campaigns.  
Campaigns are multi-year efforts focusing on major institutional  priorities that require private funds beyond what would normally be raised on an annual basis.  Most American universities are either in a campaign, have just completed a campaign, or are planning a campaign.  To date, there have been 85 university campaigns with goals of $1 billion or more; 37 of those are currently underway and the others have been successfully completed.
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Why conduct a campaign?  Quite simply, because they work.  
Results, of course, vary based on a variety of factors, including economic conditions.
On average, however, fundraising campaigns result in roughly 40 percent more in total donations than would have occurred over the same period of time without the campaign.
This chart based on CASE’s annual campaign survey suggests that a quarter of institutions will actually see their contributions at least double during a campaign.
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What is the normal duration of a campaign?  They have been getting longer in recent years.  Large campaigns average roughly 7 years.  CASE guidelines recommend that campaigns not exceed 8 years to avoid donor and fundraiser fatigue.  You will also note from this chart that campaigns usually have a “quiet phase” of 2 to 3 years.  The quiet phase gives the university the opportunity to raise leadership gifts before publicly announcing the campaign goal.  Institutions may also revise the timeframe – making it longer or shorter – depending on results along the way.  
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Presentation Notes
This chart reinforces my earlier point that there is a direct correlation between the number of fundraisers and how much money an institution raises.

For purpose of this chart, the term “fundraiser” is defined as a full-time, paid staff member who spends a majority of her time actively soliciting gifts as part of the campaign.  Roughly two thirds to three quarters of these staff members would be considered major gift fundraisers.
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What percentage of alumni donate during a campaign? For small campaigns, the participation rate averages 12 percent; for campaigns over a billion dollars the average is 39 percent.  The participation rate is based on alumni who donated as a percentage of all alumni for whom the university has contact information.
These participation rates are for the duration of the campaign.  On an annual basis, roughly 10 percent of contactable alumni give to their universities.  The rates tend to be higher at private universities.  
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As I noted earlier, a relatively small number of major donors account for a very high proportion of the money raised by universities.  This is especially true in campaigns.  And the effect increase with the size of campaigns

For a campaign with a goal of a billion dollars or more, 96% of the money comes from the top 10% of donors.  Even more dramatic, 85% of the money comes from just 1% of the donors.
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Closing Thoughts

• Invest in the future
• Start small, think big
• Get the “right people on the bus”
• Tell your story
• Call on CASEA
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Presentation Notes
A few closing thoughts.  The first is that investing in the total advancement program is truly an investment in the future of the university.  For institutions that are in the early stages of development, I suggest starting small but thinking big.  The real key for any advancement program is to get the right people on the bus, to quote from Good to Great, since advancement is ultimately about relationships.  Advancement is also about storytelling – telling stories so compelling  that others want to become part of them. My last bit of advice is to call on CASE whenever we can be helpful.
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Thank you!

CASE President John Lippincott
lippincott@case.org

Presenter
Presentation Notes
With that in mind, here’s my e-mail address.

Thank you for your time and attention.

I’d be delighted to take questions in the time remaining.
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