LEADERSHIP TULSA

Boardsmanship Basics:


Capital Campaigns

 Steps for Undertaking a Major Capital Project

INVENTORY

· Take an inventory of your day to day operations.  Make sure your day to day operations are operating smoothly.  A major capital undertaking will take a great deal of your agency’s time and resources.  Ensure you have revenue in place to operate your business while you focus on your capital project.  A major capital project will not “fix” problems in your organization any more than having a baby will “fix” a bad marriage.

· Take an inventory of your people resources.   Is your board behind the project fully?   You can’t push through a project alone no matter how passionate you might be.  If the project needs time to “ripen” in the eyes of your board, collect research and information about the needs and opportunities.  Visit other similar venues in other communities to see what works and what doesn’t.  

· Does your board have sufficient community stature and clout to instill confidence in your project?   Consider assembling a special campaign committee to focus on the capital project while your board continues the day to day operations of your agency.  Look at the pros and cons of hiring professional consultants to help guide your process.

· Take an inventory of your future needs.   Why do you want to build a building?   What needs do you see it serving in your community?  

· Take an inventory of your community.  Who else in your community might get excited about this project?  What needs will it fill for them?   Will they lend their support in concrete ways – financially, manpower, planning, or design? 

· Take an inventory of the potential funders.  Lay out your ideas in an informal setting and ask for their feedback and ideas.  If they are enthusiastic, get them involved in the planning and implementation phase.   If they are not enthusiastic, listen to their concerns earnestly without defensiveness.    To realistically conduct a major campaign, you should already have some ideas about who could be major funders.  The first donors will be individuals very close to your organization already.  Later, you can approach foundations.  You will need about twice as many funding prospects as you will need donors because not everyone will say yes.

PLANNING

· Establish your campaign chair and committee.  These people don’t just “lend their name;” they personally commit to helping you fulfill your goal.  It’s no good to have an outstanding “letterhead” with no real passion backing it up.

· Identify community need.  Explain why you feel the community needs your project at this time.   Write up your vision statement about the project.  Get letters of support from other organizations and agencies. 

· Select an architect to help you through the various phases of your project. 

· Seek a planning grant to pay for the initial phases of your planning.

· Establish a Business Plan that outlines how you will pay for your project’s operating costs in the future. Big buildings require large operating funds to maintain.  Consider including an operating endowment in your fund raising goal. 

· Finish the conceptual phase of architectural planning which should give you clear financial estimates for the building, operation and maintenance of your building.

FUNDRAISING

· Once you are finished with the conceptual phase of architectural planning and have clear financial estimates and goals for your campaign, begin developing your campaign materials.   These do not have to be expensive publications but should be clear and concise.  The campaign packet should include information about: 1) The history of your agency 2) The community need for your project 3) The funding opportunities or levels 4) Any funders already committed to your project 5) Total itemized project budget 6) Any drawings you have of your proposed project 7) Letters of support from key community partners and 8) An outline of how you will maintain the project once it is complete.

· Begin identifying potential funders. You should identify about twice as many potential funders as you will need.  Several of these funders should be able to give significant gifts, up to a fifth or a quarter of your total goal.

· Look to seek the largest gifts first before you ever announce your campaign publicly.  You should have a significant portion of your money already raised through this “silent” part of the campaign before you ever have a kick-off event.  A challenge grant from a significant funder often helps other contributions come in.  In Tulsa, the Mabee Foundation makes challenge grants to capital projects locally but won’t even consider giving until you have raised half the money you will need.  The Donald W. Reynolds Foundation gives to projects in only a three state area, but they require (and will sometimes assist with) upfront planning to ensure excellent execution of the plan.

IMPLEMENTATION

· As you near completion of your fundraising goal you can work with your architect to get more and more specific drawings of what you will actually build.   From this you can hire contractors and establish building timelines.  You should not create final construction drawings until you are certain you can raise all the funds needed.

