Advise on major fund-raising campaigns
In 2006 President Reoch concluded his tour of all North American Shambhala Centres with a report.  In it he noted, “Perhaps the most startling discovery of my tour was that more than half of all our centres in North America are in the process of moving.”
  Three years later it is no surprise to see that many Shambhala Centres and Groups are ready to engage in major fund-raising campaigns to support these moves. 

Below there is a basic template developed for Northern California that offers initial advice on the Ground, Path, and Fruition of a fund-raising campaign.  The Northern California sangha is looking to raise money in order to fund a move to a larger centre in San Francisco and continue financial support for their Regional Director.  I hope that at least some of what is discussed below proves helpful for other centres and groups engaged in major fund-raising initiatives. 
· Lodro Rinzler, Development Officer for Shambhala

April 2009
Ground: The Quiet Phase

Before embarking upon a public fund-raising campaign there are a few essential questions your local leadership should address:

1) Is the vision clear? 
Before announcing your campaign it is important to make sure all parties involved in it understand the what, why, how, who, and when of the task at hand.  Drafting a case statement for your fund-raising campaign means that you have a document to point to that guides future progress.  This case statement could, for example, address questions like:

· What are the funds going towards?  Be specific as to why a new space is needed, how it will benefit the community, and eventually pay for itself through an influx of inspired students who are no longer jammed shoulder to shoulder in your shrine room.  Also, what does the Regional Director do?  How has this position manifested over the last few years?  It is important to be specific in order to draw a picture for potential donors.

· Why is it important that this happen now?  It is best to be straight-forward and honest if there are financial reasons that a move is imperative or, in the second case, that if funds are not raised the regional position will disappear.  When addressing these points it is important to be realistic but not fear-based.  Have confidence in your campaign and others will follow suit.  You are providing a solution to these community issues through a fund-raising campaign, not pointing out hopelessness.

· How will your campaign be run?  Specific advice on running the campaign is below but it is important to have as many ideas down on paper before going public.  You may find one technique is working better then others and want to emphasize that more but if you go way off plan and come up with a new idea mid-way through it may lack the ziji and planning to really work.

· Who will lead this campaign?  While there may be a few spokespeople who do a lot of the work in presenting the campaign it is important to have a solid support team so that ideas are constantly bounced around.  Often this is a mix of Board members, Centre Directors, and, ideally, fund-raising professionals.
  It is important that the community can look to the leadership of the campaign and feel inspired and confident in their abilities. 

· The Board should also contribute in advance of or at the beginning of the public portion of the campaign.  It sends a negative message to the community if a major project is launched yet even the Board won’t put their money where their mouth is. 
2) Do you have a lead gift? 
A successful fund-raising campaign often kicks off with the announcement of a lead gift.  Typically this lead gift is 40-50% of the amount that needs to be raised.  Lead gifts make the situation seem workable.  For example, if you write an e-mail to your sangha saying that you hope to raise $200,000 and everyone will be receiving a letter in the mail it seems a bit daunting.  If you write saying that you will be raising $200,000 and half of that amount has already been raised then people will know for sure that they are contributing to a successful project.  And who doesn’t want to give to success?
The best way to gain lead gifts is to meet with donors one-on-one.  There is a certain process to that which I can describe by phone or in-person.  In the future I hope to create another document on working with major donors that can be shared publicly. 

3) How will this gift be used? 
Beginning with the campaign that brought Shambhala out of central operating debt matching grants have become all the rage.  For one-time gifts a 1-1 match often works whereas if you are trying to raise recurring donations a one dollar a month matched to $10 as a one-time gift might be more likely to appeal to the sangha.  Some combination of one-time and recurring donations can of course be considered as well. 
The gift could also be a straight-forward lead gift without a match.  This is best if the campaign is expected to last a very long time and thus not have momentum to sustain a matching aspect.  Which brings us to…

4) What is the timeline for the campaign?
It is important to have at least a rough sense of how long the campaign will go so as to not conflict with other major campaigns.  For example, kicking off a local campaign on January 1st will likely affect Shambhala Day giving for Shambhala Mandala Services.
  It is important to schedule some time for planning so you are clear about all the above and pick a specific launch date.  For Northern California let’s say it kicks off on June 1st.  The campaign could run until November 1st in the best case scenario (thus not overlapping with various year end campaigns).  This gives the sangha some sense of urgency: that funds need to be raised in the next five months.  It also prevents volunteer burn out and provides a map by which you can track how you are doing.
Having worked through these questions in advance you prepare a solid ground for the rest of the campaign.  Once again, try to have the answers to these campaigns articulated in a clear and concise written statement.  These usually run around two pages long.  At the end of this process it’s worth taking the inspiration litmus test: when looking over the document you can ask yourself, “Would I want to give to this?”

Path: The Campaign Itself

Having laid the ground for success now all you need to do is run the campaign.  Think of a campaign as a story.  It has a beginning, middle, and end and in order to keep momentum going you need to continuously have fresh takes on the same theme.  This can be done with regular updates using a variety of formats as articulated below. 

Having completed a written case statement you may often find yourself quoting directly from that material in your announcements.  Your case statement can also serve as fodder for a short elevator speech that is inspiring and informative.  Let’s look at the proposed example of a June 1st-November 1st campaign:

Month 1, June: 
Announcement of the fund-raising campaign 

· Format: an e-mail to all Northern California sanghas

· This e-mail should include introductory information about why the campaign is being run and any lead gift/matching aspect info

· Be sure to include a link to a donation website where people can click and give right then and there

Dedicate some website space for the campaign

· Create a website that can be linked to from each local centre. This site can include:
· Information about the campaign
· Updates about the campaign as they become available
· Fun stories or testimonials from people involved with the campaign, involved with the new building, or from the Regional Director
· A video or videos that shows the new space or a day-in-the-life of the Regional Director and introduces the campaign
· Other informational links that will help paint a picture in a potential donor’s mind as to what they are giving towards
· A place to make a donation
Article in the newsletter

· If there are any newsletters make sure this campaign gets mentioned as a detailed article

· As with all other aspects of this campaign make it easy to give: include a link to your donation website
Begin raising awareness at the local centres

· Have announcements about the campaign posted on bulletin boards
· At appropriate programs people can be made aware of the campaign and any events that are upcoming that are linked to it (parties, etc)
· Keep a donation bowl out for your campaign. A stupa-thermometer is often an eye-catching way to show people how you are progressing with the campaign.  It can be constructed out of cardboard, decorated, and with each campaign goal hit you can add a ring of gold to it
Investigate the possibility of events

· This is a time you can begin investigating the potential use of donor’s spaces, which sangha members might be able to coordinate events, etc.  More info on events is below

Capitalize on the holiday

· Midsummers Day is in June and a great time to remind people in-person about the significance of the fund-raising campaign
 

As you can see the key factor is raising awareness about this project in a variety of ways.  There is an old fund-raising joke that says, “What’s better then asking someone for a donation?” 
Answer: “Asking them twice.” 
The follow up joke is predictable: “What’s better then asking twice?” 
Answer: “Asking three times.”  Usually development jokes are funnier.
Month 2 and 3, July – August:
Update time

· Format: an e-mail goes out to all North California sanghas once every few weeks
· Format: a letter goes out to the membership with a pledge card and self-addressed return envelope attached

· These periodic reminders provide updates on exciting developments in the campaign, including the mention of any fun events on the horizon (see below)

· If other major gifts have come in or if you are already a significant way through your matching gift or towards your goal (25% or more) it is worth mentioning that so people get a sense of quick momentum around the campaign
Meet with major donors

· Even though they may not have given a lead gift some of your major donors may be inspired by the initial success of the campaign and want to get involved. It is said that 90% of money raised in a traditional capital campaign comes from 10% of the donors.  Gifts of $1000 or more will take one-on-one meetings, sharing the vision in depth, and listening, listening, listening.  When a major gift is made ask if the donor’s name can be attached to it and be sure either way to mention it in the next update you send to your community.
Events

· Events can be held anytime during the campaign but it is important that there be some period of time that has elapsed so people have already heard of the campaign that the event is sponsoring. Potential events can include:
· a party at the centre: asking for a donation at the door of, say, $50 per head and having an open bar, a sangha band, poet, or other performer, and good treats can yield a significant amount while keeping costs low (ask sangha members to donate food items and their performances).  A few thousand dollars could be raised at this event.
· a sit down dinner: ask a major donor in your area to host a private dinner to support this project.  There can be a presentation, ideally including some show of support by the Sakyong in letter or oral form, perhaps an uplifted performance or a slideshow showcasing the new space, and an elegant dinner.  Once again, if you can ask sangha members to pitch in preparing the food and creating the environment this does not need to be a super expensive affair.  For a fancy sit-down dinner it is acceptable to charge $500-$1000 a plate which makes this a lucrative venture.
· a Drala Gala: given the economic circumstances many people may not be feeling particularly wealthy these days.  However, our teachings show us that we possess inner wealth and can manifest that regardless of our economic situation.  One way to express our inner richness is through a formal ball.  This is something of a major undertaking but you can borrow or rent a space (probably cheaply these days), decorate it with Shambhala banners, have a buffet dinner, bring in a DJ, jazz quartet, or whatever you wish to provide for dancing music, and elaborate with something fun and quirky.  For example, at the Boston Shambhala Center’s 35th anniversary ball they had a “Shambhala Fashion Show” which showcased Shambhala dress throughout the ages.  Admission for this event was inspired: $500 for patron level, $100 normally, or pay your age.  That meant the twenty-something crowd could come at a giving level proportionate to their more fiscally stable elders. 
· a silent auction: gather resources from your sangha such as restaurant or shop coupons, donated calligraphies, thangkas or rupas, and more.
  Then take elegant pictures of them and place them online with a description and opening bid.  In the most simple of formats you can have interested sangha members e-mail their bids to someone who is always on their e-mail.  More advanced versions of auction sites allow for people to enter their bids directly online.  Pick a good end date like Harvest of Peace and continuously refer people to this website in your communications so new bids are always being made. 
Month 4, September

Time to get serious

Ideally you will have raised a significant amount of money through your website, pledge cards, major donors, and events.  This is a good time to take stock of your situation and see where you stand.  Are you 50% of the way through the campaign?  If so that’s great to tell people.  Have it announced at appropriate programs at the Shambhala Centres, include it in all newsletters, e-mail updates, etc.  Keep the campaign in the public’s eye as much as possible.  Also, you can try:

A phone-a-thon

· Compare the names of people who have given already to the total membership of Northern California.  Then create a list of people who have not yet contributed that can be called and asked to join the campaign
· Gather volunteers and train them in how to talk to people about money

· Each volunteer should have no more then a dozen people to call.  Ideally they are matched with people in their home sangha so they are not cold calling too many people

· Give them a script and an FAQ so they feel prepared.  Confidence in the campaign and in oneself is 90% of what is needed to be a successful caller
· Keep close tabs on your callers.  It is often a hard task to speak to people about giving and easy to get disappointed when people say “no.”  It is of course acceptable for a caller to give up on reaching someone if they have tried that person multiple times and received no call or e-mail back 

This phone-a-thon could culminate with Harvest of Peace.  This holiday is marked for gifts to the local community and is an appropriate time to update the community on all the progress that has been made.  Harvest of Peace fund-raising is a crucial time to give a heart-warming speech about generosity and the exciting things to come as a result of the success of this campaign.

Month 5, October


Close the gap

At this point you have kept the campaign in the public’s eye so people are giving on a regular basis through your website, events, and phone campaign.  It is now important to close the remaining gap on what needs to be raised. 

I recall a fund-raiser at Shambhala Mountain Center.  It was a long affair and after an hour everyone’s lungta began to fade.  We called out to the accounting desk asking them to update us on where we stood.  $95,000 had been raised that day.  With renewed life we turned to the crowd and asked who would help us close the gap to reach our goal of $100,000.  It was like the wave at a sports game: everyone’s hand shot up in the air and by the time each hand was counted we had surpassed our goal by $5,000.  People wanted to insure the success of this event they had become so invested in.

The moral of the story is that by now everyone in your community should have heard about the new building and the need to support the Regional Director.  They ideally believe in it like it was their idea to begin with.  So you may find that when you announce that you are 75 or 80% of the way towards your goal people will want to be the one contributing to success.  Even those who have already given might step forward to finish off the campaign. Major donors who previously gave $1000 might give $500 more since they have not been asked for a few months.  This is a wonderful and magic part of the fund-raising process. 

Don’t be quiet about this phase of the campaign: use all the previously used methods of reaching people to let them know how close you are to the finish line.  Just doing that much will likely bring in that extra money needed to complete the campaign.
Fruition: Rejoicing

Congratulations! You now have raised the money needed, inspired faith in donors for future causes, and saved enlightened society as we know it. There is one last thing to do:


Thank everyone

· Ideally you have been thanking all volunteers and donors throughout the campaign but now that the money has been raised it is a good idea to thank them all again

· You can throw a thank you party for all volunteers and major donors

· Send a hand copy thank you letter from the Regional Director’s office highlighting the success and, perhaps, including a gift photograph

· Thank people through the newsletter and at major events, announcing the successful completion of the campaign
And, last but not least, thank you. None of the above is easy and it takes the generosity, discipline, patience, exertion, meditation and prajna of a true bodhisattva to lead a campaign like this.  The fruits of your labor will most definitely inspire generations of future Shambhala warriors. 
By the confidence of the golden sun of the great east,
May the lotus of the Rigden’s wisdom bloom.
May the dark ignorance of sentient beings be dispelled,

May all beings enjoy profound brilliant glory.
� �HYPERLINK "http://www.shambhala.org/files/PresidentsTourReport2006Final.pdf"�http://www.shambhala.org/files/PresidentsTourReport2006Final.pdf� 


� It’s worth being selective about the fund-raising professionals you approach for advice.  Those not rooted in our community may be overly pessimistic about our capacity for fund-raising and drag the lungta of the discussion down.  This is due to the fact that they are not familiar with the magic of the Great Eastern Sun which, when it comes to generosity, seems to surprise time and again.  


� For more information on the calendar of fund-raising campaigns please visit �HYPERLINK "http://shambhala.org/giving/fundraisingcalendar.php"�http://shambhala.org/giving/fundraisingcalendar.php�.


� Helpful tips on giving an in-person fund-raising speech can be found at �HYPERLINK "http://shambhala.org/giving/pitchvideo.php"�http://shambhala.org/giving/pitchvideo.php� 


� One fun idea is including a hot air balloon ride in your silent auction. At � HYPERLINK "http://fundraisingrides.org/" �http://fundraisingrides.org/� they let you pay $240 for the ride and, if it does not get bid on, cancel the transaction. Suggested opening bid: $400. 


� Note: while it might be best to wait until now so you have less people to call it is worth beginning to organize a call campaign and get volunteers on board early on 


� Resources for phone call campaigns can be found at �HYPERLINK "http://shambhala.org/giving/dgresources.php"�http://shambhala.org/giving/dgresources.php� 





