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Jennifer:
 Now I’m now I’m delighted to introduce Peter Pearson, who will present strategies for implementing a comprehensive fund-raising program to support your library. Peter Pearson has been President of the Friends of the St. Paul Public Library for over 18 years and Lead Consultant with Library Strategies. He’s recognized as a national expert on advocacy, Friends and foundations, and fund-raising for libraries. In 2005, Peter was elected to the American Library Association’s Advocacy Honor Roll, he chaired the Americans for Library’s council and served on the boards of [Inaudible 0:00:00] and Libraries for the Future. Peter, I’m going to turn the controls over to you right now.

Peter Pearson:
Good morning. I’d like to welcome all of you to our webinar on fund-raising, best fund-raising practices for libraries. As the head of the library foundation here in St Paul, Minnesota, and also a fund-raising consultant, I do spend a fair amount of my time every day doing fund-raising for a library. I realize that fund-raising is probably not a very popular activity for a lot people. I hear people say in popularity in ranks somewhere between a root canal and a colonoscopy, so if you’re in that group of people that ranked in that area, I hope that one of the goals of today’s presentation will be to remove some of the fears that you might have about fund-raising, and help you realize fund-raising is really not rocket science, it’s something that you can very easily do in your library with some very simple tips that I hope we’ll be able to go over today. Before we begin with the content of the webinar, I would like to ask Jennifer to poll the people who are participating today on their impressions. Jennifer, could you do that? Jennifer?

Jennifer:
Sorry, I muted myself. We’ll go ahead and launch some polls, and then also we’re having some problems with the audio. It’s breaking up a bit so if y’all could take a look at that. First question I’m going to ask, hang on just a moment. I’m going to launch a poll asking what your current position is, and if you could answer that, attendees, what is your current position, library director, library staff, volunteer, or other. Gosh, we’re getting a lot of people voting, this is great. Almost everyone is voting. I don’t often get that. We’ve got some really excited people in the audience today. Peter, we’ve got about 37 percent are library directors, even more. We’ve got 29 percent library staff. 17 percent volunteers. And 16 percent are Other.

Peter Pearson:

Great.

Jennifer:
And let me go to the next poll here. We’ve got, what type of library are you affiliated with, and I’m going to go launch that poll as well. I’m just really happy as how many people are choosing to vote in this. We’re in the 90s, which is fantastic. We are almost completely - it’s 82 percent public, 9 percent academic, 2 percent school, and 7 percent other, and then we’ve got… let me try my last one here. Now we’re going to ask about Friends group or library foundations. I’m going to launch that. Do you have a Friends group, library foundation, both, or neither? Usually I have to wait like a minute to get everybody to respond, it’s really- this is great. Okay, we’ve got 53 percent have a friends group, 9 percent have a foundation, 25 percent have both, and 17 percent have neither. So I’m going to close this poll as well.

Peter Pearson:
Thank you Jennifer, and Jennifer, if the sound continues to fade in and out, will you just let me know? I mean, are we okay at this point?

Jennifer:
It’s a little bit better. There’s still a little bit of choppiness, but it’s better than it was, so I will definitely let you know.

Peter Pearson:
Thank you. In many ways, libraries I believe represent the quintessential institution that stands for a public/private partnership, because we go back to the historic ties that libraries have to Andrew Carnegie, who provided the private funding to build a library building [Inaudible 0:00:00], but insisted that the community provide funding for the collection and the staff to keep the libraries open. Well, 20 years ago, people may have asked why a publicly funded institution, like a library, needed to raise private dollars, but not surprisingly, I don’t ask that question much anymore. Most of our publicly funded institutions are funded at a fairly minimal level these days. And for those who feel passionately about a new institution, like libraries, it’s appropriate to want to make charitable contributions to bring the library to a level of service that’s above basic, and we in the library world should not be afraid to ask those individuals for support. 

I don’t think Andrew Carnegie ever dreamed what an abysmal state library funding might be at this time. There’s clearly a crisis in library funding in the United States right now, and because of that libraries are turning more and more to alternative sources of funding to fill the many gaps, but, in many ways you really don’t need a crisis to raise private funds for a library, and in fact, a crisis is often the worst way to raise private money because most donors are always attracted to a winner. 

The other concern in a funding crisis is that it might encourage funding for the wrong purposes. Private funding in a publicly funded institution like a library should always be enhancement funding, not a replacement for public funds. I think one of the most promising aspects of fund-raising for a library is that there’s really a natural passion for libraries, unlike any I’ve seen for any institutions and services. There’s a combination of nostalgia for the libraries of our childhood, plus a recognition for the multi-faceted role that libraries play in the 21st century. People love what our libraries stand for and the important role that all of them play in our communities. One other important thing to remember about fund-raising for libraries is this: it’s a commonly held belief that institutions that are the most successful in fund-raising are those that appeal to both the mind and the heart, and libraries definitely do both. 

Let’s take a look at the possible ways a library could conduct fund-raising activities. One level of library fund-raising is done by Friends groups, and from our poll today, it looks as though the majority of people participating in this webinar do have a Friends group rather than a library foundation. Library Friends groups typically do a few smaller scale fund-raising activities. Book sales is probably something that is done by the majority of library Friends groups around the country. Friends groups also ask individuals in the community pay a membership fee each year to belong to the Friends. It’s typically a fairly low-level membership fee. Friends groups also do fundraising events, and the important thing about a Friends group to realize is, is that it’s volunteer driven, and the fact that it is volunteer driven is going to limit the level of fundraising that the group can do. 

Library foundations are a newer player in the library fundraising world. There really were not many library foundations in existence even 20 years ago, so library foundations are looking for a higher level of fundraising from individuals, foundations, and corporations. This usually includes activities such as conducting an annual fund, dong major gift solicitations, planned giving, and conducting capital campaigns. The other distinct factor about a library foundation is that it does have paid staff typically who conduct these fundraising activities. 

There are other possible ways to do fundraising. The staff of the library in some cases in very small communities where even a Friends group is not present, the staff of the library may take on fundraising responsibilities. The problem with library staff taking on these responsibilities is the fundraising may be less effective because library staff are not trained in this area and plus have full time jobs doing library work, but the best activity I believe library staff should engage in that has to do with fundraising is providing excellent customer service. That is clearly a role that library staff can play in making fundraising for the library much easier in the community. Library trustees also in some communities have also taken on the role of being the fundraisers when a library Friends group or foundation doesn’t exist. The concern there of course is that library trustees are not recruited for that purpose. When library trustees are asked to serve, typically they’re not asked to be fundraisers for the library. The one benefit however for library trustees is, is they are community representatives and they’re not perceived as being government employees, but a friends group of library foundation is the best structure for fundraising for a number of reasons. We will address some of those in the next slide. 

For those of you who are tired of sitting through lengthy presentations, I want to let you know this slide, sometimes I refer to it as the five minute course in library fundraising. If you listen closely to the principles that are proposed here, you’ll be able to dramatically improve your library fundraising. 

First principle for successful library fundraising is to create the 501 C3 non-profit organization that’s distinct from the library. I frequently have library staff say to me, we really don’t need a 501 C3 organization because checks can be made directly to the library and are still tax deductible, and that’s true. Donors, members of the community, are very happy to write small checks to the library, but when it comes to making a larger check to the library, or including the library in a will or estate plan, that’s when donors are much more concerned about having that separation from the government agency, and that’s where a 501 C3 organization is always going to be helpful. 

The second principle in successful library fundraising is to centralize the major fundraising efforts into one organization. This is particularly important if you have both a Friends and a library foundation. In those cases, the Friends group really has to give up any types of major fundraising over and above a membership campaign and some small fundraising events. 

The third point and key principle to be successful in your library fundraising - and this I would have to tell you is the most important point that I’m going to make today - if you focus in on nothing else that we say today, please keep this point in mind: you need to recruit the most influential board of directors for your library fundraising organization that you can. I always say that it’s not adequate for someone to say that they are a book lover. Book lovers are great, but what we’re looking for on the board of directors of a library fundraising organization would be civic minded philanthropists who understand the role of public libraries in the community. Many of the board members of library foundations aren’t even library users themselves, but they do understand the role that libraries need to play in the community. 

The fourth key principle in successful library fundraising, focus your fundraising on individuals. In the United States each year, approximately 82 percent of all philanthropy comes from individuals, so only 18 percent of all philanthropical giving is from foundations and corporations. If you take it a step further and you eliminate religious institutions from the mix, still 76 percent of all philanthropy comes from individuals, and so frequently, our fundraising efforts move immediately towards foundation and corporate grant writing. You need to keep in mind that individual fundraising is where the majority of private funds will exist. 

Next point, and this is specifically for organization and libraries that have just a Friends group in place: Our Friends groups typically ask their members to make an annual membership contribution. Most of us when we think about membership think about a smaller level of contribution. Many of us think about a five dollar membership, a ten dollar membership, maybe a twenty-five dollar membership, and this is great for a membership campaign, but there’s no reason that members of a friends group can’t be solicited one additional time each year. If the membership campaign is done in mid-year, for the smaller level of giving, it’s possible to do a year end solicitation of these individuals who are members in November and December when people are thinking more about tax deductible contributions and of higher level of contributions, and rather than asking at the end of the year for a membership contribution, we ask for a contribution for a special program or project for the library. Many of the members that give five and ten dollars in the middle of the year for a membership are happy to give a hundred dollars or more for a special library project, and yet so few of our Friends organizations really take this approach to fundraising. There are so few organizations in the world that only solicit their members one time a year and ask for five dollars, and there’s no reason that libraries need to be a part of that group. 

The last point in successful fundraising key principle is: the more personalized your solicitation, the greater the gift will be. There are levels of personalization to fundraising. The least personal level of fundraising is a letter that’s simply addressed, “dear friend.” Next would be a letter that’s personally addressed to an individual with their own name and address used in the salutation. The third level of personalization would be those signed by somebody they know, so it’s not just a cold letter from the Friends president, instead signed by an individual they trust and respect. The next highest level of personalization would be adding a personal note to the letter. The next level would be to follow the letter with a phone call following up, asking if the individual has received the letter and encouraging them to give, and the final and most personalized solicitation is an in-person visit with a potential donor, and as you look at those levels of personalization, the level of the gift clearly increases with each level of personalization. 

Let’s take a look at the types of library fundraising, then we’ll go into a little bit more detail after this slide. There are several places in which libraries can raise funds: From individuals, from corporations and foundations, and through special events, so let’s now look at each of those more in depth. First, individuals. 

Again the lowest level of individual giving tends to be a Friends membership. As I said before, just the word membership promotes a smaller level of giving. Next level, is one that we’re hearing a lot about these days, social media as a means of fundraising. And this was almost unheard of as a way to raise large amounts of money until the Obama campaign. We need to consider though, this form of fundraising lacks a personal touch. We also need to acknowledge that in all of philanthropy, only three to five percent of all philanthropic giving is done electronically, but as our library traditional donors age and die, we do need to look at new methods that will attract a younger donor base, and so, any library needs to start thinking about how they can begin raising money from younger individuals through social media. The annual fund is the next level of sophistication in the annual giving, and actually it’s such an important cornerstone to a fundraising effort that we’re going to spend a little bit more time in the next slide talking about annual fund. From the annual fund, the next level of involvement would be a major gift contribution. Individuals who give to the annual fund should be approached every five years for a higher level of gift, which is going to be used for a special program or project. A major gift tends to be anywhere from five to ten times the size of their annual gift. 

And finally, planned gifts. Planned gifts are usually considered the highest level of commitment to an institution. These are gifts that aren’t given immediately, but they’re planned for a future time, such as a bequest in a will or an estate plan. Interestingly enough, the profile of the ideal planned giver isn’t an individual who gives large amounts of money, but it’s individuals who give rather small gifts, typically a hundred dollars or less, but who give them very regularly for ten or more consecutive years. Now when you think about that, that profile, small gifts, given ten or more consecutive years, that’s the exact profile of almost 100 percent of our Friends of library, and yet so few of our friends of library groups think of conducting planned giving activities because that type of activity seems to scare off many of our Friends groups. It seems a little too sophisticated. I propose if you can consider some really simple steps to launch a planned giving program for our library. Just simple steps such as creating a brochure that talks about how planned gifts can be used for future library purchases; doing a yearly mailing to all the members of the friends group, encouraging people to make a planned gift; putting a tagline on the letterhead asking individuals to always consider leaving money to the library in their will; and then creating a recognition society where you bring together every year, individuals who have already indicated that they have left the library or Friends in their estate plan. 

I mentioned before that the annual fund is clearly the cornerstone of library fundraising, and I want to say just a little bit more about that. An annual fund is an appeal to individuals who are members or supporters, usually at year’s end, when people are thinking larger tax deductible gifts. It’s a letter asking for a contribution, typically for general support rather than for any specific program or project. Why is that critical to our fundraising? Well, for several reasons. First, it keeps you in contact with your members and donors on a regular basis. It helps them understand your mission. It gives you an opportunity to highlight all of your accomplishments from that previous year, and the final and most important reason why it’s so critical is, generally contributions that come in through an annual fund are unrestricted and can be used wherever the need is greatest. 

The differences between an annual fund and a membership for instance are membership campaigns have a low level of giving, it’s all done through direct mail, and it’s not a personalized solicitation. The annual fund, on the other hand, is requesting a higher level of support, it is very personalized. We like to take some of the most generous donors in an annual fund campaign and approach them personally and individually. 

There are a few basic keys to having a successful annual fund campaign. First is, donors do not want to have several pages of letter to read through in asking for their support. A compelling one-page letter that’s brief and hard-hitting is definitely the approach that needs to be taken. We need to include a response piece in the solicitation. You want to make it easy on your donors. Have an envelope with a response piece ready for them to send back their annual contribution. I don’t recommend putting a stamp on the return envelope for the donor to return. Many donors that know that many of these will not be returned and they’re concerned about the cost of that extra postage. On the outside of the solicitation, use first-class postage. Many individuals do not open letters that have the  indicia bulk mailing stamp on them. They realize that these will be mass solicitations and probably not as important of a letter, so the first-class postage on the outside is a clue that they will want to open this letter from you Also, if it’s been signed by an individual whom they know, it’s always a great idea to add that person’s name to the return address on the outside of the envelope, again adding a personalized touch to the solicitation, and then, once again, the individualization of these solicitations. In our organization, we send out approximately 2500 year-end annual funds. 4 to 500 of those individuals will actually receive very personalized approaches to the annual fund. They’re not going to just get a direct mail piece. They’re going to get a call or visit from one of our volunteers or board members, which makes all the difference. 

I’m asked by many people if they don’t currently have an annual fund in place, or other major fundraising programs, and don’t have a donor database, how can you get started in this type of activity easily? One of the simplest ways to begin an annual fund for your library is to gather your library trustees, library director, a few key library staff, and other volunteers, and have a brain-storming session in which everybody in that group can identity between five and ten individuals in the community that they have a close relationship with. A letter can be developed and personally signed by each of those individuals going out to the people that they know. You immediately have a fundraising database and an annual funds solicitation of a couple hundred individuals when you started from nothing. Again, a very simple way to start these programs, and the thing about annual fund is, annual fund grows every year. One of the key pieces here is to understand here is that you’re just getting onto individual’s radars. Many people don’t realize that the library is an institution, it’s looking for financial contributions at year-end, so just getting that awareness out is a very important piece to the annual fund and helps grow each year. 

Let’s move on to the corporate foundation fundraising. One of the things to acknowledge right up front, before you start trying to incorporate fundraising from corporations and foundations is it’s a very time intensive effort. The other thing that we have to acknowledge is that grant proposals for foundations and corporations have a very narrow focus. There isn’t the ability to move funds into a new program once a grant proposal is accepted and funded. Probably more appropriate for many of our libraries is what I would call corporate sponsorship, and corporate sponsorship is not a philanthropic gift from a corporation, it’s typically a gift given out of the marketing division of a corporation. That corporation is interested in gaining public relations value from its affiliation with the library, including having its logos, printed presence, at library programs. Again, it’s typically funded through the marketing dollars. The identity and recognition of the corporation are critically important since it’s not a philanthropic gift. One of the ways to help attract corporate sponsors is if you also have a media sponsor, because the media sponsors can also advertise the logos of the additional corporate sponsors, so media sponsors themselves then not to bring cash sponsorship to the table, but will provide in kind support and recognition of your other sponsors. 

All of these decisions on corporate naming, involved in a corporation in the library, need to be viewed locally. Many libraries are very uncomfortable with the idea of having corporate names and logos throughout the library, and so it’s a very sensitive issue and one that needs to be dealt with at the local level. 

I’ll spend just a few minutes on special events. I need to confess right up front that I’m not a huge fan of special events. Special events can drain a lot of time and energy from our staff, from our volunteers, and the end result is often special events don’t make a large amount of money. If you’re beginning your fundraising, if you don’t have an established fundraising program in place, special events probably aren’t a good place to start. They make more sense after you’ve been organized for a while. I’d say of all the special event fundraising, book sales would clearly be the one that most libraries are involved in. Most Friends groups around the country do participate in book sales, and those that are most successful are those that accept community donations of books, not just the weeded library books. Author programs and dinners, if you’re going to go into special events, these tend to be a great idea for libraries because they are mission specific. There are some examples of some extremely successful and lucrative author dinners, including here in St. Paul, and then finally, golf events and silent auctions. These are events that are done by every charity and probably don’t relate well in a library setting. These are events that probably that, unless you have something successful going on in that area already. 

There are a few keys to making a special event successful. First, special events do raise the visibility ,but are not always great at generating a profit, so you just need to be clear going into a special events, if visibility is going to be the most important aspect to that event. In other words, are you friendraising instead of fundraising. Second it’s important to remember that successful events require a large volunteer commitment. Staff is not enough. The group of volunteers are going to be needed to help not only with the arrangements, but also to help sell tickets to the events. The cost benefit is a very serious consideration in a special event, and we need to manage the donors’ concerns about this. If we’re running a special event that includes food and beverage, you have to recognize that the vast majority of the amount of money that an individual pays is going to end up going to a hotel or caterer for the costs of meals and beverages. In the donors’ mind they may believe they have given a larger amount to the charitable organization, but in reality, the library in this case, may only end up getting a small contribution from that individual. 

To make a special event successful, media and corporate sponsors are required. Selling individual tickets typically isn’t going to provide for a large profit to an event, and therefore the corporate sponsorships, which are typically more than individual tickets, are going to be needed to make an event successful financially. You may also want to consider hiring an outside contractor to coordinate a special event. In our case when we began a special event seven years ago, the first year of the event we asked our internal development staff to do the planning for the event, and we found that it pulled them away so much from their regular responsibilities and fundraising that while the event itself was successful, other fundraising activities declined, so following that year, we did actually hire a coordinator for that special event and we ended up in future years actually making more money on the event even with the expense of a hired coordinator. 

There are some parts of library service that tend to be more appropriate to private donors that others, and I want to just talk a little bit about some of the areas that library foundations and friends find those areas that donors can identify most readily. One of the first things that needs to happen when you’re considering fundraising for the library is to talk about what you’re not going to fund. That’s equally as important as what you will fund. Here in St. Paul for instance, we’ve drawn a line in the sand and said, we will not fund hours of service for the library. That if the library were to cut back its hours of service because of budget cuts, we the foundation would not step in and pick up the cost of those hours. Especially in these difficult financial times, if we got into the habit of doing that, it would be an incredibly difficult thing to do down the line when the city might continue to pull back its funding, so then beyond determining what you’re not going to raise funds for, let’s look at some of the things many library foundations around the country find to be very favorable to private donors. 

First and foremost is collections. Most individuals believe that a library’s collection can not be too big. Because of that they’re so willing to give to the collections, and many of our older donors of course, the words collections means books, so books tend to be a very popular item with the older donors to libraries, and the creation of a collection endowment is also a significant effort for many library foundations and one that seems to be very popular to fund. Outreach, outreach to underserved communities such as new Americans, is also an area of library service that’s very popular, especially with foundations who wish to fund libraries. Children’s programming seems to be something that resonates well with donors all the time. This is also a popular area for corporations and foundations to look at for sponsorship. Adult cultural programming - most states have regional and states arts councils. Also the National Endowment for the Arts and the National Endowment for the Humanities both have programs which can fund library adult cultural programming. Technology, especially innovative technology. Donors do know how quickly technology becomes obsolete and their interest in being able to keep the library up to date in this area. One of the areas here in St. Paul that’s been extremely popular is the innovative homework help centers that we have in many of our branch libraries, and finally, building campaigns. Many building campaigns have a public and private component especially for enhancements like children’s areas, teen areas, comfortable reading areas with fireplaces, public art, and reading arts. 

So where can we turn for private support in our communities? What are some of the sources of private support? First and foremost: our insiders. Our library board of trustees, our key staff, and our Friends members, all need to be supporters of library fundraising efforts before we go to the broader community. Next: library users. In many communities, the city or country attorneys may prohibit using library card databases to do solicitations. That’s the case here in St. Paul. One of the things to remember however is, in most communities, the number of individuals who have library cards constitute such a large segment of the population that it really isn’t much a segmenting of individuals. You might be just as effective at buying segmented zip code lists within your community to find individuals of wealth that you might want to consider raising money from. Local businesses with corporate sponsorships; again it’s easier to get a sponsorship than a charitable gift from any of our local businesses. Government grants: this is the area that even though government funds are tight, there are still the availability of grants from the federal level as well as the state level. IMLS, or the Institute for Museums and Library Services, has a number of grants available to libraries where you apply directly to IMLS, and then also many states also have LSTA funds which are available on a competitive grant basis. And it’s my understanding that the state of Texas has 300,000 dollars available for cooperation grants and another 300,000 available for special project grants this year in that area. Jennifer Peters, the organizer of today’s webinar, is the contact person in the Texas State Library for those LSTA grants. Then, finally: foundations. One of the types of foundations that we tend to ignore, and are very ready sources for support for libraries, are small family foundations. These are the kind of foundations that are found typically in a bank trust department, and so, consider recruiting a trust officer from a bank in a smaller community would be a wonderful thing for a Friends or a foundation to do to have access to some of those smaller family foundations. Corporate foundations, such as Target Corporation, are typically going to be only available to large projects in large metropolitan areas, but community foundations are an effort that seems to be popping up in communities all around the country of every size. These are foundations that ask for contributions from individual families that are then used to support efforts in the community targeted towards specific community concerns. Community foundations across the country have shown a great deal of interest in issues that libraries deal with, in particular, education, new Americans, and pre-school literacy efforts. Such community foundations are all over the country in small communities and they are definitely worth considering approaching for your library. 

I mentioned earlier that probably the most important part of your fundraising is to have a great board of directors for the fundraising organization. We need to think carefully about how to recruit board members for a fundraising organization and some of the selection criteria that you need to keep in mind are this. We need to find individuals who are interested and enthusiastic about libraries, and again as I mentioned earlier, these are not necessarily going to be library users, these are people that understand the role of a library in the community. Another thing to remember is that individuals can become involved in your library because another person whom they trust and respect is involved also, but maybe their first involvement with the library, but because they trust and respect another person who is affiliated with you, that would be enough encouragement for them to find out more about the library and to consider being involved in a significant way. 

We always need to look at influence and affluence in all the members we might want to recruit for a fundraising board. These are two key attributes that we’re looking for to have a successful fundraising effort. We also want individuals that have skills in fundraising, advocacy, public relations, and other programming areas, not just loving books as I said earlier. Oftentimes if people are interested in a library only because they love books, their primary interest might be as a social outlet or a book club, and that’s not what we need in a fundraising board, and finally, we always need to be conscious of diversity on our boards. Ethnic, racial, geographic, and age diversity, as well as gender equity, but I always like to say to people, diversity alone should not be a sole reason to recruit an individual to a board of directors for a fundraising organization. We need to look first at board skills, influence and affluence, and then see also if the candidate brings diversity to the board. 

In the library world we see a prominence of women, so it’s also important I believe to be conscious of recruiting equal numbers of men and women to a fundraising board for a library, and then the typical library supporter tends to be older, so we need to consciously look for younger board members, but again, not just young, we need skilled board members with influence or affluence who also happen to be young. 

Board members are so important, and yet so frequently we don’t think to have a job description for our board members. Every board member who you hope to get involved successfully in your organization needs to be given a job description before they ever start. The job description can look at expectations such as, meeting attendance, and I might add here, that for a fundraising board, you might consider having your board meetings only quarterly, or every other month, rather than the typical monthly meetings that most Friends groups have. Individuals that you want to recruit for these boards tend to be busy individuals. They are also people who would rather be out doing the fundraising than attending a monthly meeting. We want to make sure the board members have a committee that they can be involved in with the organization. It’s also critically important that they know up front that a personal financial contribution is going to be necessary to serve on this board. We don’t need to apologize for this. The individuals that you want to recruit for your board understand the role of a board member; that they need to provide of their time for the organization, they also need to make a financial contribution. Some organizations go so far as to specify the dollar amount of the financial contribution that a board member needs to make each year. In St. Paul we’ve chosen not to do that. We only want 100 percent participation from the board. We also want to include in our expectations that our board member is going to provide other contacts for our fundraising efforts and that they’re going to serve as a spokesperson in the community. Again if you have these expectations before an individual, before they ever accept the job of becoming a board member, there will be no surprises and they will be excellent fundraisers for you. 

One of the areas that I see many organizations failing in is how they go about their recruitment of their board members. Again these are your most important ambassadors, and the process by which you recruit them is critically important. It’s important to legitimize the recruitment process, and I’ve always said that the nominating committee of an organization is the most critical committee within the organization, because that’s the committee that’s going to determine how successful you’ll be in the future by who you recruit. In our organization we have a nominating committee that consists of 10 individuals, and we’ve selected the people to be on the nominating committee who we feel are the 10 most influential individuals on our board. We begin our process nine months in advance when we ask people to start on the board. We prioritize what types of traits we are looking for. We come up with the names of individuals who are interested in recruiting. We rank order those individuals, and then we find when we indicate who we think would be most successful in approaching those individuals. In other words, who could we send to that individual who they could not say no to. Sometimes it’s a member of our committee, but sometimes it’s someone that is not on the committee who one of our committee members will go with. 

Just as important as that recruitment of course is an orientation program. With our new board members, we pull them together for one orientation session first, in which we give an overview of the library and our library foundation. We have a second orientation a month later in which they meet with staff people to hear about the committee work of the organization, and then finally we ask an existing board member to setup a coffee meeting with an incoming board member to just give them some additional information about what it’s like to serve on the board, and then we ask that board member to meet the individual coming into the meeting in which they will start, so when that individual comes into our board meeting in March for the first time, they already feel involved and invested in the organization, and it shows by what they’re willing to do. 

Libraries are quite unique in that it’s one of the only institutions that actually can have two different support organizations working side by side. A Friends of the library and a library foundation, which doesn’t necessarily mean that they’re always going to see eye to eye. There can be some natural tensions that develop between a library friends group and a foundation, and I want to look just very briefly at a couple of those areas. The first area of conflict that easily arises is what I call the “we were here first” syndrome. In almost every community, a library Friends group was the first organization to be present. In some communities, library Friends groups are more than 100 years old. Library foundations, on the other hand, are the new kid on the block, and the library Friends often feel pushed aside when a library foundation comes on the scene. A second area that’s extremely critical is the sharing of databases. As I mentioned before, Friends organizations have a membership base, A very small amount of money that’s given each year, but in many cases when the library foundation comes on the scene, they ask the friends if they can use their membership base to make additional solicitations, and particularly planned giving solicitations. This tends to be a very sensitive area and I’ve seen a number of places where the Friends group actually refuses to turn that membership list over to the library foundation. The recruitment of board members can also create conflict when both the Friends and foundation are interested in similar board members, and finally, competition for the library director’s time. Library directors need to be a part of the org meetings of both the library Friends group and foundation, and it becomes pretty difficult for some library directors to attend all the meetings of both groups. 

So a few simple ways to minimize those conflicts: first, if you’re thinking of creating a library foundation, involve the Friends right up front. Talk to the Friends about the purpose of why a library foundation is being created, about the need for higher levels of funding from individuals, corporations, and foundations. Be sure at the same time to let the Friends know that the good work that they have done and are continuing to do is critically important to the library also. There should be a policy developed on the Friends membership list before that issue ever comes to a head. The organizations, the Friends and foundation, should have ex-officio involvement in each others organizations. So there should be a member of the Friends’ board who can sit ex-officio on a foundation board, and vice versa, and I would recommend at least once a year the Friends and foundation full boards meet together in a joint meeting, for communication purposes, just to let each other know what they’re doing, and to develop a better appreciation for the work that each does, and finally, it’s important when there’s a Friends and foundations working together that they each try to reference each other in any written communications that they do. One of the greatest concerns about having both a Friends and foundation is the confusion in the community at large about who does what, and every time the foundation sends a solicitation, if they can reference the work of the Friends, they’re all better served, and this is the same with the friends referencing the work of the foundation. 

I want to close with just one final observation for you, and that is in these difficult economic times, the lure of private funding for libraries is incredibly strong. If done well, private fundraising can transform a good library into a great library, but you need to be realistic in your expectations, and know the limitations of private funds, and what it won’t accomplish. Spend a lot of time up front getting organized, recruit the best possible board of directors, and never agree to replace lost public funding with private funding. If you follow that advice, you’ll have a strong and effective library foundation  that will be the library’s partner in providing the best possible library services to your community. I thank you for participating in today’s webinar, and I’d be happy to answer any questions that you might have at this time. Thank you.

Jennifer:
Thank you Peter, this has been really really fascinating. We do have some very good questions; we have some very complex questions, so we’ll do in the remaining nine minutes that we have the best to answer them. I had a question relating to Friends groups, a Friends group that has recently become more restrictive about funds are used or requested by the library. They’re trying to transition to a foundation and she wanted tips on how to work within that so that the funds don’t come with too many strings attached.

Peter Pearson:
That’s a significant issue. One of the things you have to acknowledge up front is that a 501 C3 organization, of course, is its own entity. It’s controlled by a board of directors rather than by a library board of trustees or a library director. Communication is critical. One of the things that we like to do each year is to get a sense from our library director what their priorities are, so that when we go out to do our fundraising, we know that we’re raising money for the things that are most important to the library. I’ve seen the worst conflict happen between library and Friends and foundations when the Friends and foundations go out and raise money for the things that aren’t appropriate and aren’t important. If you can get into that habit of every year, having a library start looking at its priorities and giving those to the fundraising groups, I think you’ll be well served and the fund raising groups will do more to try to meet the needs of the library in those situations.

Jennifer:
Great. Another question someone is asking about when you are soliciting donations, is it appropriate to mention that you’ve been chronically under funded or historically under funded or are there political sensitivities that you need to be aware of?

Peter Pearson:
More from the political sensitivities, I think what you need to be conscious of is I mentioned it at one point in my presentation that private donors like a winner, and so it’s really important how you present yourself. I think it’s possible to talk about the need that you have without it sounding like the library is a pathetic under funded institution, so for instance, rather than saying that you’ve been terribly under funded by the city or county, a better way to approach private donors would be to say, the demand for our services is so great that we have people lined up to come into the library before it opens, we have waiting lines at our public access computers every day of the week. That’s the kind of message that says, this institution is one that people really use and care about without sounding too pathetic.

Jennifer:
And this strikes me as a place where having people on your board who have some experience with fundraising can kind of speak the lingo of what’s successful, can really be a plus.

Peter Pearson:

Exactly.

Jennifer:
I have a couple of questions about recommendations. Someone is looking for examples of library policies on soliciting big donors or corporations and donor management software as well.

Peter Pearson:
Donor management software is a tough one, because the level of fundraising that goes on is going to determine what type of software you’re going to be looking for. Our organization for instance, we’re a very mature fundraising organization, we’ve been in existence for 60 some years, we have probably what is considered the Cadillac of donor databases, Razor’s Edge. That type of database really isn’t necessary for organizations that are just starting out. In smaller communities where your number of donors might end up being 100, maybe up to 200 individuals, any kind of an Access database you could just take off of the Internet, frankly, could serve your purposes pretty well, and then what I believe you need to do is just upgrade those as the need arises, rather than trying to jump into the most significant database. There was another part of that question that I forgot, can you remind me of that?

Jennifer:
Sure, someone is looking for copies or samples of library policies for selecting big donor corporate sponsors, being aware, are there sponsors that a library should not accept.

Peter Pearson:
Sure, and those vary tremendously from community to community. It’s typically worked out as a joint problem-solving session between the library foundation board, the board of trustees of the library, and the elected officials, all need to get involved in those policy discussions. I will tell you that here in St. Paul we have not developed specific policies for what are considered to be appropriate naming opportunities, we simply look at each one individually as it comes in and give them an opportunity to present that to the elected officials. I believe that one of the communities that’s done a lot of corporate naming in the library is the San Francisco public library. That might be one you might want to look up to take a look at what they might have available for naming policies.

Jennifer:
If the library is its own and independent 501 C3 do you see any need or benefit for an additional Friends or foundation?

Peter Pearson:
That’s a great question, and I’m seeing more and more libraries that are their own 501 C3.What I would say to that is typically a library that’s a 501 C3 has a board of directors that was recruited not to be a fundraising board, and if that’s the case then, yes, I believe you need a separate 501 C3 to be the foundation for that library so you can specifically recruit a board which is a board of fundraisers. If the library is a 501 C3, recruited its board members specifically to be fundraisers, no, then I wouldn’t suggest creating a separate one, but my sense is most of the libraries I see that are 501 C3s, their boards are typical trustee boards that aren’t recruited for fundraising purposes, and so it probably will be necessary to create a separate entity.

Jennifer:
Excellent. I’m going to condense some of the questions here now because we are running low on time. Having some questions about some libraries don’t have the opportunity to choose their own board members, and in some cases the same board member will serve both the library board and the Friends group just because they don’t have enough people. Can you make any recommendations about how to work within those kind of strictures?

Peter Pearson:
Well, I guess I hear from people all the time, in every size community, that there aren’t enough good board members to go around. I tend to believe that that’s not really true. I think in any size community we have individuals that would make great board members, it’s just that unless the organization positions itself as one that’s a dynamic organization, it’s going to be harder to attract people, so I think part of the effort needs to be to just get the organization more recognized as one that’s doing great work. Also that it’s an organization that has term limits for its board. That’s a very critical piece that most people will need to look at. If you have a Friends board that has people that have been on the board for 15 or 20 years, people from the outside look at that organization and think, “there’s no way I am going to be able to make an impact in that organization because it’s based solely on the work of people that have been there forever,” s things like that that you can do I think make the organization more desirable, you will have a better opportunity then to recruit people from the outside. The other strategy of course that I mentioned is the creation of your nominating committee. The nominating committee is just essential to go about doing board recruitment in an appropriate way. I see so many friends groups who send their members out on the street the day before elections and say, “we really need a treasurer, would you be it?” This speaks volumes about your organization, and so you want to present yourself as an organization that’s desirable, that people will want to serve on the board. Jennifer?

Jennifer:
Sorry, that darn mute button keeps tricking me today. Just wanted to let you know we are running out of time. I still have some questions. I can probably get back to y’all on some of them. Did you want to say something about the other resources, Peter, before we close?

Peter Pearson:
Sure. We do have some resources shown there. One is an article that I wrote for the Library Administration and Management Journal in 2006, “Libraries are from Venus, Fundraising is from Mars.” It just talks about the different cultures that exist in the private sector versus the public sector and how some of the challenges can be addressed, creating an effective library foundation within a public library setting. The other one is a whitepaper that we did in our office here a few years back. It just looks at the whole model of the merging of a Friends and a foundation. Here in St. Paul, that’s the model that we have. We have one organization that serves in both capacities, one 501 C3, and that just talks about the opportunities for that type of organization, and then finally, two books that are available through Neal-Schuman on raising funds with Friends groups and Even More Great Ideas for Libraries and Friends, so all of those would make great resources for people who want additional information about fundraising.

Jennifer:
Thank you so much Peter for this information. I think for me the takeaways are the importance of focusing on individuals for fundraising and the importance for who you have serving on our board. Like I said, we will be archiving this webinar, so you can access again if you were an attendee, and even if you were not. Thanks also to Kyla Hunt who is one of our continuing education librarians and Lynne [Inaudible 0:00:00] there in St. Paul for helping with this. We were so delighted to have you available for this. I am going to take back control now, and you should be seeing a new PowerPoint, a new screen, that will thank you for attending and give you some information about - you’ll be receiving an email message in two to three days with a link to the archive, and if you would also please fill out our survey. Thank you again and I will be bringing this webinar to a close.
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