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	Conducting a Successful Capital Campaign



Jennifer:  
[Inaudible 0:00:00.1] Conducting a Successful Capital Campaign involves many activities and a lot of hard work. Done well, a successful capital campaign can go way beyond building a new library building; it can position your library for great fund-raising into the future. Library Strategies consultant Sue Hall is going to lay out all the activities of a capital campaign. Sue is the coordinator and lead consultant with Library Strategies—a consulting group of the Friends of the St. Paul Public Library. Sue’s worked with libraries and library organizations across the country, specializing in all aspects of fund-raising, including feasibility studies in capital campaigns, special events, and creating comprehensive fund-raising programs. 

Sue, I’m going to turn the controls over to you at this point.

Sue Hall:  
Good morning, thanks for turning the controls over. Thanks to all of you for tuning into the Webinar today. I just want to let you know that it’s a drop-dead gorgeous day in Minnesota for all of you in Texas and the South who think that we’re crazy for living up here. This is one of those days where we know why we stay up here in January and February and March.

I’m going to be covering a lot of materials today, so I’ll move through it, hopefully not too quickly, but I am going to stop in the middle of the program and give you a chance to ask questions, and then we’ll certainly take some questions at the very end of it, but first of all, I’d like to ask Jennifer if she would poll all of you with a couple of quick questions so I can sort of know where you’re coming from in terms of what your own activities are. Jennifer?

Jennifer:  
All right—great. I’m going to start—first we’re going to ask who is in the audience? We’re going to launch a quick poll right here that’s going to ask who is in the audience. If you can see that and click on “Select one of the answers,” and then give people a couple of seconds to answer their questions. Okay we’ve got about 56% of the people in the audience are library directors or other library administrators. We’ve got 10% other library staff, 10% library development officers, 13% friends or board members, and 13% Other. 

Great, and let’s see. I will move on to the next—did you want me to go along with the other questions Sue?

Sue Hall:  
Yeah, let’s go ahead.

Jennifer:  
Okay. Next question that we’ve got that I’m going to ask is—do you have an ongoing fundraising program for your library? We’ll give people a couple of seconds to answer this. Okay—it’s evened out; we’ve got more or less close to 60% who say “Yes” they do have an ongoing fundraising program, and about 40% who do not.

Let me keep going here with our next question, I’m going to ask about the capital campaign—Sue, does that sound good?

Sue Hall:  
Yep.

Jennifer:  
All righty. Are you planning to do a capital campaign in the next two years? Okay, we’ve got a lot of interest—we’ve got a lot of people—we’ve got 80% are going to be doing a capital campaign in the next two years, so we’ve got a lot of interest in this topic, I think, Sue, and the last question is—are you doing tax levies for a capital project? Okay, I’ve been rounding all these numbers, Sue, but it’s about 10% saying “Yes” they are going to be doing tax levies, and 90% who are saying “No.”

Sue Hall:  
Okay. Wow—that’s really great information.

Jennifer:  
I think that’s great data.

Sue Hall:  
Okay. I’m going to give just a little bit more information before I get into the meat of this on Library Strategies, because we actually are a program of our own library’s foundation. Friends of the St. Paul Public Library has been around for a lot of years—it’s been an active foundation for almost 20 years—we’ve done our own capital campaign, and we started Library Strategies about 3 ½ years ago because the Friends of the St. Paul Public Library has been a very successful organization, and people are always calling the Friends staff and saying, “Can you come out and help us figure out how to do advocacy programs, or help us figure out how to create a development program,” and so, as a result of that, they started Library Strategies 3 ½ years ago, and so we now go all over the country helping other libraries and library organizations do everything from capital campaigns to strategic planning and so forth, so we do our own library business every day and library fundraising/planning with the library, but we also help other organizations do it, so it’s—you know that old adage of those who can do, and those who can’t, teach—we’re hoping that we do both of those ends of the spectrum. 

I’m really glad to hear that there are so many people looking at capital campaigns now. The need has never been greater for libraries in our communities, and we really believe that libraries are playing huge new roles. You know, not just the place to go to get the book, the DVD, that kind of thing, but just playing a much bigger role in most communities, and building a new library is a really exciting thing, but it’s—I’m going to talk about some of the cautionary parts of it. I’m going to show you a slide now with two new libraries that have been built in the last couple of years. 

The top library is a library that was built about three years ago in St. Paul—it’s actually about five minutes away from our offices, and if you can see that, it is a community outreach library, and it brings in about 2000 people a day. You can walk into it at any point during the day and hear probably at least a dozen languages being spoken. There’s a small business center that is always just jam-packed with everything from people doing their resumes to small businesses coming in and doing research. It has a homework help center that there are usually about 20 teenagers in line before it even opens at the end of the day. It does programming—I mean it’s just a huge cornerstone of the community. What you see on top of it is an apartment building—there’s parking underground, there’s a coffee shop inside it—it’s just not your mother’s library, and it’s just an amazing anchor for our community. 

The library that you are looking at below, I actually got a chance to see in Cheyenne, Wyoming last year. It was the 2008 Library of the Year, and if you look at the outside of it, it looks just really sleek and cool, and if you go inside it, it will absolutely blow your mind what they’re able to do in that library building. They were very creative in how they raised the money for it—they did a penny tax thing and built it over the course of three years, but it is absolutely state-of-the-art, and it’s used for everything in the community, so this is why I say these are exciting times for library buildings, and for library capital campaigns, and we’re going to talk about sort of how to approach them intelligently and make sure that the building that you want to build is something the community really needs, and you’re able to present it in a way that it gets funded. 

I know this sort of sounds like a negative way to start a presentation, but I’m going to end on a positive note, I promise you. There are ten sure ways to kill a capital campaign before it even gets off the ground. The first one we find is really prevalent in way too many libraries. You just get to the point where you think, “Oh it is so sad that people didn’t think of this before they decided to do a capital campaign,” but so many libraries have not done a good job of telling their story. They do their work—they do their work incredibly well—but they don’t do the PR and marketing piece, so that the community doesn’t have a really strong idea of what the library means to the population, to businesses, to the quality of life, and so it’s really hard to go in when you need money to say, “don’t you realize how important we are?”

The second way is you don’t have a commitment for all your key stakeholders. We just finished doing a feasibility study out in a small community in Colorado, and I was interviewing a number of key stakeholders, and we finished the second day of interviews and then talked to the mayor and county commissioner—both of whom really didn’t want to see this new library happen in the community because there was a real push back on growth in the community. That’s not a good way to go into a capital campaign. 

It’s really difficult to do a capital campaign if you don’t have any history of fundraising. A Friends organization, or a foundation that does an annual campaign or special events that you don’t have any database to start with, to go out and start talking to either major donors or corporations or other foundations, or whatever, so it can be done, but it’s an uphill battle. 

It’s really tough if you just have a building plan but no vision. I think so many people get really excited about building a building, but I’m going to go back to the Rondou [ph 0:10:39.3] Library that we just showed you. That building—nobody even put a shovel in the ground until there had been about a year and a half of community meetings saying, “Why do we want to build this building? What’s it going to mean for this community? What’s it going to mean for the people that walk in the door,” so that by the time they got around to do fundraising, they just had a huge haste to take to individuals and corporations for why this was the most important thing that people could invest their money in. 

There is a step that we’re going to talk about for quite a bit as part of the Webinar this morning which is a feasibility study. Too often people just say, “We’re going to do a capital campaign,” they pull together the volunteers to run it, they do a campaign plan, but they haven’t done a feasibility study. A feasibility study is really going out and looking at saying, “Can we sell this library to all the people who have the money that need to invest in it,” and if you don’t know that, it’s really an uphill battle from the get-go because you don’t know what the issues are, you don’t know who the key people are, and you don’t really know what your fundraising goal is going to be and whether or not you can make it.

The next thing is that you haven’t set an achievable goal, and it ties back to the feasibility study. There are people who say, “You know, we need to raise $2 million to be able to renovate the library building that we’ve got, or to buy a new shell of a building and turn it into a library,” and you find out in a feasibility study that really, you know, they can maybe raise a million dollars, but they’ve already bought the building, so what are they going to do? So we really caution people to be very realistic, and that feasibility study is so important to figure out, you know, what can you really raise in your community? It’s not what is your building going to cost, but what can you actually raise in your community?

Another big piece of this is heading into the campaign without a plan or a budget. It takes key leadership, it takes staff who are dedicated to working the campaign, it takes lots of pieces and activities to go into a capital campaign, and it takes a dedicated budget—it’s not something that can come out of the library’s operating budget. You really have to have money set aside—and I’ll talk about this in a minute—in order to be able to raise the campaign, because the campaign itself usually costs quite a bit of money. 

I think one of the hardest things to do is to do a capital campaign without really strong leadership—and we’ll talk a little bit more about this in a few minutes—but these are the people—it’s not the library director’s job or even the head of the Friends of the foundations to take the campaign out into the community. It’s volunteer leaders who are well-respected and really know how to do this kind of thing, and without strong campaign leadership, it’s a tough sell. 

Again, going back to the case for your—your new library building isn’t compelling. You have to present it in a way that people say, “I really want to get behind this.” 

And the last piece is that your library doesn’t have the capacity to staff a capital campaign. Running a capital campaign has got lots of nuts and bolts to it. It’s a day-to-day operation, it’s a big project, and you either have to have dedicated staff, or be able to hire a campaign coordinator who’s going to run that piece of it for you.

A feasibility study—and not everyone knows what this is—it’s a way of looking at the library both inside and out—to be able to do an appraisal of whether or not the capacity is within your library and within your community to do a capital campaign. A feasibility study assesses the community’s support for your library’s case, and you go out and do interviews with a lot of people, and test a case that is presented. It’s also a way of looking at the library’s capacity—what’s your history? Do you have staff to do this? What’s your volunteer base look like? Do you have a database? All kinds of things that tell you whether a library actually has the physical capacity to be able to conduct a capital campaign. A feasibility study identifies potential major donors—it’s the major donors that either help a capital campaign succeed or sink it. 

Another thing that you do on a feasibility study is you look at all the issues and things that are going to help shape the campaign, that are going to tell you what it is that you need to talk about, and what you need to stay away from, and believe me, I’ve learned through doing enough of these feasibility studies that always what comes out of the interviews that we do with stakeholders is boy they really tell you what they don’t want the library to be in a community, or what they do want it to be, or the issues that are hot buttons—and this is the piece that we’re then able to use and shape all of the campaign messages and the collateral materials—just the sound-bites that we send everybody out being able to talk about. 

The seven steps in conducting a feasibility study—we really recommend, and it’s not because I’m a consultant—that you hire an outside consultant to do this. It makes it an independent study; a consultant is objective, the interviews that are conducted with people—the stakeholders in the community—are much more open and candid than if you sent a library volunteer or a staff person. It is amazing the things that an interviewee will tell you if you don’t really have any tie to the library—if you’re going to leave this community in two or three days, they will tell you almost anything, and they’re not going to tell the same thing to a library director, a foundation volunteer, a Friend volunteer—so you’re really not going to get the quality of information that you need to be able to predict so much and inform your capital campaign. 

One of the first steps in conducting a capital campaign feasibility study is recruiting a steering committee. These people sort of serve as consultants to the consultants that you’ve hired—they tell you all about your library, they help you build a case presentation, they get you access to individuals in the community to who you want to interview, they help develop a preliminary case—it’s sort of a PowerPoint presentation that you take out- but they are the people who are actually going to help you put together and get you access to the people that you want to talk to in the community. They identify and prioritize a list of potential interviewees, help you send the letter out to folks, make phone calls to say, “we really want you to talk to these consultants,” and they’re the people that sort of facilitate the feasibility study happening. 

The feasibility study interviews are conducted by the consultants. We conduct them in people’s homes, in their offices, in a neutral site—in a library meeting room—and they’re designed to gain insight into every aspect of a potential campaign from how people perceive the library now, how they perceive a need for a new library or an expanded library—is it a priority to them, do they think it is a priority in the community? It tests the campaign goal and the strength of the support for the case. We generally present some artist renderings, descriptions of what’s going to be in the library, whether it’s a teen room or a children’s room, or a senior center, and we’re able to gauge people’s interest in maybe naming opportunities, you know, do you want to have a study room named after you, or a homework help center, or is your corporation interested in putting their name on the outside of the library? We test just a lot of things. 

I’ll show you in a little bit that we present a gift table and we actually ask people, “Could you see yourself making a gift at the $50,000 level, at the $250,000 level?” And that’s how we’re able to gauge a final recommendation on the goal at the end of it all, and we ask a lot of questions about—are there other people who might be potential donors? Are you yourself interested in being a campaign leader, one of the volunteers—the leadership committee—do you have ideas for other people who might be willing to do that as well? So this is just a way of sort of expanding the net to know who you’re going to pull in for our campaign leadership committee—when you start the capital campaign and knowing who you can talk to about potential major gifts.

What you have in front of you right now is a gift range table for a $4.3 million campaign, and if you’ll look at that, on the very left-hand side of the table, it talks about the number of gifts you would need to raise $4.3 million dollars. You need to have at least 1 committed gift of a half million dollars, two at a quarter of a million, seven at $100,000, and this is just a formula that’s been developed over the years [sneeze]—excuse me—and as you’ll see, you know, it’s— obviously these top six or seven numbers can move around a little bit—you know, if you get two gifts at $500,000 you move the numbers around, but what this kind of a gift table shows you is that doing a capital campaign that you think, “Well, we’ll just take it out to the community,” when you get down to looking at that bottom number—and this is under 5,000—you have to have lots and lots of gifts at that—at a $5000 level or less. So the idea that you can do a capital campaign without a solid number of major gifts is where a lot of campaigns fail, because people really believe, you know, if the people love it in general—if the public loves it—we can do a successful campaign. It just can’t happen without those major gifts. 

In looking—the internal piece—assessing the library’s capacity—their own capacity for conducting the campaign—we look at a history of marketing and fundraising, and the marketing piece is—has the library done a good job of telling its own story? We look to see whether or not you have a fundraising database—you know, have you been doing an annual campaign? Have you been, you know, building a donor database that—you know, that’s the basic—you know, here are the people we can go out and talk to and present the case to. Do you have campaign software, fundraising software where you can track gifts and have addresses and contact information? What’s your Board’s capacity for involvement? Are they going to be campaign leadership? Do they have a history of supporting the library? This is all real important; the Board is going to play a strong role, but the Board shouldn’t be counted on to be the whole leadership for a campaign. 

And then that last piece is do you have the staffing capacity? Do you have people on your staff already who could maybe manage the daily operations? Do you have somebody who can produce materials that you’re going to use for the campaign? Who’s going to go out and be the spokesperson? It’s not the library director’s job to ever go out and make him an ask, but can the librarian—head librarian, the library director—be available to go out on a campaign ask call with a volunteer—with a leadership volunteer, so you really have to look at your staff and say, “You know, this is going to require staff time in addition—over and above what you’re already doing as good, dedicated library staff.” 

Once the feasibility interviews are conducted, the consultants or the consultant comes back and analyzes all the data from a number of perspectives. Looking at it from—what’s the perception of the librarian, the support for the case—were there any barriers to successful campaign, and these are the things that really get brought up in the interviews, so that we’re able to say, “Okay—these are the critical issues that your volunteer leadership of the library needs to be able to address before you can plan on doing a campaign that’s really successful.” We tell people, “Really, here’s the goal that we believe that you can meet. There may be circumstances where you can go beyond that goal, but this is one that we feel confident that you can achieve, and here is a list of lead donors at specific gift levels.” 

The one thing that you need to know is as consultants, we don’t turn over a list of people to that my colleague on my right here—Lynn Jovanelli [ph 0:24:32.6]—you can count on her for a quarter of a million dollar gift. The interviews are confidential, and we never ascribe either a comment, nor a commitment of a gift or at a level, but we do track what people have indicated that they could probably make a gift at—and that’s how we’re able to predict a successful campaign goal, and truly, this has been a successful method of doing it for a lot of years. We’re able to give you a list of people who have said either they would be campaign leaders or other individuals that you might want to recruit, we present a section on the library’s own capacity and what they need to do to get up to snuff to run a campaign, and then finally, we make some very specific recommendations for capital campaign strategies. 

I’m going to stop now, and if there are any questions on feasibility studies, do you want to go ahead and type those questions in? We’ll give you a minute to do that? 

Jennifer:  
I had one question, Sue, that came up during this presentation—someone was asking what amount of an annual budget should be devoted to library development and campaigns at this time? Now you mentioned having a consultant, but as far as staff time—can you make a recommendation that way?

Sue Hall:  
We’re talking not dollar figures, but staffing time?

Jennifer:  
Well, I mean it could be dollar figures—dollar figures would probably be good—the person who had the question was wondering about—their annual budget is about $700,000 and wondering what amount based on—what should be devoted to library development and campaigns?

Sue Hall:  
You know, and it actually isn’t tied to your budget. Generally, the cost of doing a feasibility study, the capital campaign, producing materials, doing special events—the rule of thumb is that it’s about five to six percent of the campaign goal. If you’re doing a really small campaign, obviously the number is smaller, and the good news is—everything from hiring a consultant, to doing the materials, to doing anything related to the campaign—can be folded into the capital campaign goals. So if you’re doing a capital campaign of $2 million, you can count on adding in, either folding into that, or adding on top of it—5 to 6% that’s going to be the cost of the campaign. This is absolutely an acceptable practice across the board, and volunteers will be asked the question by potential major donors, and this is the cost of doing business. This isn’t coming out of your operating budget because most libraries are, you know, squeezing that operating budget eight ways from Sunday to begin with, so it’s generally folded into the capital campaign budget. 

It doesn’t mean that you don’t have to have some money set aside to get that capital campaign off the ground, and we would recommend that you probably have about 25% of the cost of getting the campaign off the ground doing the feasibility study and beginning to pull the initial activities together, and this can be done by tapping your Friends organization for it—having them fund it—a foundation—in a number of cases we’ve run into individuals who have said that as their gift to the capital campaign, they will help fund part of the campaign costs, so there’s some creative ways to do it—bridge funding, a bridge loan—but you basically look at about 5 to 6% of your campaign goal and not a percentage of your annual budget—your operating budget.

Jennifer:  
Thanks. I’ve got three more questions and I want to be aware of time. We’ve got a question about a ballpark figure for cost of a feasibility study?

Sue Hall:  
Good question. I would say it could run you anywhere from $15,000-$25,000, depending on the size of the campaign.

Jennifer:  
Okay. And how many questions does a feasibility study have?

Sue Hall:  
Questions, or interviews?

Jennifer:  
I guess—

Sue Hall:  
Questions—and it’s hard to tie it to number of questions because generally, questions lead to other questions.

Jennifer:  
Sure.

Sue Hall:  
We tend to ask about 10 to 20 questions, but they really move from there. I will tell you that the more critical issue is how many people do you need to interview? The greater the goal—the greater the potential goal—the more people you should be talking to. I would say a minimum of 15 individuals and up to 30 to 40, depending on if you’re talking a $10 million campaign, I wouldn’t want to talk to any less than 30 to 35 individuals. If you’re talking a $2 million campaign, I still wouldn’t want to talk to any less than maybe 12 or 15.

Jennifer:  
Okay. And this actually segues into the last question here. Do all of these suggestions apply for a smaller town or a smaller library? 

Sue Hall:  
You know, they do, but only in terms of scale. We just finished completing a feasibility study right now for a community that is 4500 people in the whole county, but, you know, they knew that they needed to figure out where the wealth was in the community—how the library was going to play, and it turns out we uncovered some amazing things in the feasibility interviews that they are saying if we hadn’t done this feasibility study, we would’ve really headed in the wrong direction, so I just don’t think there’s any way around—there’s no way to get around doing it no matter how small the community or how small the library project. 

Jennifer: 
Okay. I’m going to suggest—Sue—that we move on. I have one or two more questions, but I think you might answer them later on, and if not, I might have them follow through with you because they’re very specific relating to, it sounds like, their specific capital campaigns.

Sue Hall:  
Okay. And I am going to move through this next section—because we’re actually on the capital campaign now—a little more quickly. I’ll give you a little less detail, but my contact information is also going to be at the end of this presentation, so if you have any specific questions, please don’t hesitate to send me an email, and I’ll be glad to follow right up with you. Is that okay, Jennifer?

Jennifer:  
Perfect.

Sue Hall:  
Okay. First steps in conducting a capital campaign—it’s really better, again, I don’t say this because I’m a consultant—but it’s much better to hire a campaign counsel—somebody who’s going to be responsible for training volunteers, for coordinating every aspect of the campaign, keeping it on track—it’s not going to be somebody who is responsible in saying, “I will raise, you know, $2 million for you,” but it’s sort of like hiring someone who is going to do project management for you, ensure that all of the other people are coordinated and on track, and here I’m going to say something that I think is really important. Occasionally you will run across a consultant who will say, “I will do your capital campaign for you for a percentage of the money raised.” This is unethical—a good fundraising capital campaign person is not going to come to you with this kind of a proposal, s generally, someone will tell you either on a project basis, a daily rate, or even an hourly rate, what it’s going to cost you to have campaign counsel, but make sure you know what you’re doing before you get into it—the person is reputable and it’s not being done on a percentage basis. Your capital campaign counsel should work with you to create a campaign plan, and make sure that your capital campaign has a budget. Just like any other big project, you don’t want to go into it not knowing what it’s going to cost you because it can turn into a black hole really quickly. Everyone involved—everyone who’s going to touch the capital campaign—from volunteers to library staff, to the capital campaign counsel—should have a job description, accountabilities, an org chart so everybody knows who’s doing what, and who’s accountable for making it happen. 

The next thing, and this is really critical, is recruiting a campaign leadership team. Anywhere from 8 to 15 people who are basically going to drive the capital campaign and take it out to the community. This capital campaign leadership team—we’ve found that the best way to do it is to recruit the chair first, and he or she can then identify people that they think would be great to work on the team with them, so that there’s some real good dynamics on the capital campaign. We present that individual with people who were identified in the feasibility study, and then it’s a period of peer recruiting kind of thing. It’s much easier for the chairman or the head of a business in your town to go to the head of another business or someone at the university and say, “I want you on this team with me,” then for the library director to do it or even a volunteer on your Friends or foundations. You want this to be somebody who’s visible and respected in the community. Stay away from anybody who’s been involved in a scandal or who has put out there some unpopular opinions in the community. You want this individual or the people on the leadership team to be able to influence others, so you really want somebody who’s going to be able to speak your case and that isn’t afraid of going out and pitching it. You want somebody who is really driven—somebody who this capital campaign and its success is really important to them so they’re going to drive it home, and you really do want somebody who’s confident as a fundraiser. You know we always hear, “We’ve got this great Board of Directors, but they don’t want to fundraise.” In the library world in terms of foundations and Friends, that should be an oxymoron—anybody associated with a capital campaign or with fundraising efforts needs to be a fundraiser. You don’t just want people who believe in the library or like books. 

The case statement is the centerpiece of your campaign. It is both a concept and eventually a piece that you can hold in your hand. This is going to be the thing that creates an exciting vision, whether it’s all of the things that are going to be in a new or expanded library, or all of the ways that it’s going to change the community. It really is the piece that people are going to be able to grab onto and resonate; it’s going to be that—here’s what the impact is, here’s what the vision is, and here’s what it’s going to look like. It’s going to specify what the features of a new library are, whether it’s homework centers, children’s rooms, community gathering rooms, and it’s going to be the piece that says, “You know, for $500,000 you can put your name on the meeting room.” “You know, for $50,000 you can put your name on a study room.” It’s going to tell people, “You can see your name in bronze here,” and eventually, it’s going to be a document, a spiral-bound brochure, that it’s going to be both textually and graphically exciting, and we really recommend you spend a little bit of money here. Other collateral materials are maybe brochures, a letterhead—it’s creating a brand the same way you would be doing for your library’s materials or for corporate materials, and it’s going to be something that when you pick it up, it’s going to be presenting the excitement, the theme of your capital campaign, and generally it’ll be your brochure that will go out in a mailing to the general public. There may be PowerPoint presentations that can be taken to foundations or corporations. You may choose to do a campaign video—I’ve seen some gorgeous videos that are really exciting. There are pledge cards and gift cards, and we tell you all the specifics because this is all part of what you’re going to put into your campaign budget. 

It’s really important when you get a leadership team and maybe even volunteers beyond your leadership team—just additional people who are willing to take the campaign into the community-that they be well trained. Not just that they know the positive talking points about the new library, the expanded library, what the vision is—but what happens when issues come up? You know, we’re working with a library right now where somebody bought—where the library bought a building before they even thought about doing a capital campaign, and when we did the feasibility study interviews, you know, probably two-thirds of the people said to us, “Well, what’s going to happen if you don’t raise the money? What’s the library going to do with the building now? How are they going to renovate this empty building?” So the volunteers need to know how to answer the tough questions when they get out there. “You know, I’m already paying my taxes, why should I give extra money to build a library? Isn’t this covered, you know, by what I pay into the community or the city all the time?” You know, all of this training has got to go in before your volunteers can be sent out into the community. They should tour the current library so that they can answer questions about why do we need a new library, and you really want to give them strong tools—all these collateral materials so they can use these as props to their presentation when they go out and meet with individuals or corporations, and then you want to actually walk them through—and this is the job of the capital campaign consultant—preparing for a successful solicitation visit and walking through everything from resistance to moving an individual to a higher level of a gift, and you know, everything that they might want to be prepared for when they walk into somebody’s home or office. You want to familiarize them with every aspect of the new library; you want to possibly do some role playing for them—this is the least popular thing for volunteers to do, but we always find it’s the thing that ends up making a big difference, and that they are always really glad that they did it, and you really want to hold them to a timeline for making their solicitations. 

Most of the work—most of the money for a capital campaign is raised in the quiet phase, or the silent phase. The target is to raise between 50% and 2/3’s of your campaign goal in this phase. This is your big gifts—you know, your $5000 to $1 million gifts, and you want to do that before the official kick-off of the campaign because you want to be able to say to the general public, “You know, we already have commitments of huge amounts of major donors—individuals who believed in it—and so we’re asking the community to raise the rest of the money,” and this focus is purely on one-to-one gift solicitations in this quiet phase—and this can last anywhere from 6 months to 18 months before the public phase of the campaign is kicked off.     

In order to prepare for this quiet phase—this silent phase—what a campaign leadership does, their biggest thing, is to meet and brainstorm all the individuals in a community who you think are potential major lead donors, and it’s a very deep research project—it goes beyond, “I think Joe Smith is possible for a gift of $50,000 or $100,000,” or whatever. It’s a very scripted process where you begin looking at donors who are already connected with the library—you include both individuals, foundations, and corporations. When you’ve gone to—when you’ve come up with a list of individual donors, then you do research on them. You look at, you know, do they own real estate, what’s their history of giving in the community? You know, do they own their own business? You really do some fairly specific research into these individuals through all kinds of public access points—do they own more than one home? What boards do they sit on? So there’s a very deep research piece here. Then you actually sit down and the leadership chair facilitates a rating session where if you’ve got let’s say 30 individuals who you’re going out and soliciting—you rank order those individuals. Who do you think is Number 1 on the list to make a major gift? Who’s our priorities for 2 to 10, and then that’s how you structure how you go out and get on these people’s calendar. At this level, library staff participates minimally—generally the library director is part of the leadership team, and is there to answer any questions, but the library staff isn’t relied on very heavily at this portion of the game. 

Again, in rating prospects, you look at that rating criteria—what’s their personal wealth? Do they own real estate? Are they business owners? Do they have access to foundations? We find a lot of individuals not only have their own wealth, but there’s family foundation wealth, or they have—they sit on the board of another foundation or a trust. What’s their commitment to the community, and can you maybe move them into commitment with the library as being such a key part of the fabric of the community, and then you create a file on all prospects, whether it’s index cards or donor databases, or whatever, and this is what the person doing the ask visit is going to have and study up on before they walk in there, because you want to know everything from what are their personal interests—are they fisher people? You know, are they on the State Fair Board? What are their interests so you can go in there and both have a conversation and then move it to an ask, and you really want to make sure that the volunteers who are working on this leadership team—or other volunteers who are going to be recruiting—are really, really understanding and committed to maintaining the confidentiality of the interviews, or of the gift solicitation calls that are going on here, and the information that they’ve gathered in going through this whole vetting piece, because generally there are multiple capital campaigns going on in larger communities, and you just want to make sure that they’re not going to share the information that they’ve gained through their own research process in for the library with individuals in other parts of the community. 

Gifts to a capital campaign can be made many ways: it can be a one-time gift—where somebody says, “I’ll give you a gift of $500,000.” A lot of people, particularly in these economic times, want to make multi-year pledges. There is a way to do stock transfers, and for people with a lot of wealth—they are not generally giving out of their current assets—most people who make major gifts are not doing it out of their checkbook, they are doing it out of things that they have their capital wealth set aside, so stock transfers is one way of doing it, or family trust funds and things like this, and then it’s becoming more and more acceptable—and this requires a little bit of the library looking at its general budget—to do things through legacy gifts, where gifts are left through trusts and estates to the library so it may mean this is more of an endowment piece than a here-and-now to build the library of today, but maybe they’ll be the stewards of the library’s money further down the road. 

Absolutely critical to a library’s capital campaign are acknowledging all gifts as soon as they come in, and for major gifts, feel really good about continuing to either publicly or privately acknowledge individuals over the course of the campaign, not just once. Make sure that you’ve really looked at establishing guidelines for naming opportunities and other recognition things, whether these are “buy a brick” or “buy a room.” Appreciation events are wonderful where you do a private event for major donors and invite them to a grand-opening or a pre-opening, and again that ongoing recognition of major donors—some small percentage of the population likes to do anonymous gifts—most individuals like to be thanked and like to be thanked over and over again. 

Once you’ve done this quiet phase—this silent phase—you then move into the public phase of the campaign where there’s generally a kick-off—it could be a kick-off event, it could be just public announcements. This is where there are opportunities for donors at all levels—from $5 to $5000—it’s generally a direct mail, but it can also be personal solicitations, you know, of people that you think can make $1000 gift. It’s certainly a letter and a follow-up call from a Board member, a volunteer, a visit, just makes it that more powerful. Smaller scale recognition opportunities have become very popular, whether it’s a bronzed tree in the library—in the library lobby, where for $1000 you can get a leaf on that tree, or a recognition wall—there are lots of creative ways to recognize smaller donors, and certainly once your campaign is completed, a victory event for the whole community is a really wonderful way of saying, “Boy, we started out with nothing; we’ve built a beautiful new library or we expanded it, and as a community we need to celebrate.” 

Something that is really important to think about in today’s again, challenging times is going beyond the bricks and mortar and looking at a campaign that raises money for your opening day collection—you’re going to have more space, so include that in your campaign goal. Private art—and this could be something that could be in kind and donated, and certainly looking at creating a broader capital campaign and extending it to an endowment campaign, and mainly because fundraising and including the endowment piece really demonstrates that you’re thinking beyond the building and you’re looking at stewardship for operating and other activities for the library into the future, and finally, just one last thought on this: It you’ve really done all of the pieces that are recommended for a capital campaign, you have created a huge foundation for ongoing annual campaigns for your library, an annual campaign, a planned giving project process, something that should be done every year for your library to continue to maintain the financial health and wealth of your library into the future. 

So I promised I would end on a positive note. The five keys to conducting a successful capital campaign:

-Make sure that before you get started, you’ve got a comprehensive capital campaign that you’ve put together by doing a sound feasibility study, and really looking at what it’s going to take to do every activity in the capital campaign—and you’ve got an achievable goal.

-That you’ve got strong campaign leadership made up of influential people who know your community and are comfortable going out and taking your case, and that that case is compelling.

-That you’ve got staff—not who are dedicated librarians, but who are dedicated to allocating their time to running the daily operations of the capital campaign, and that you are really creating and maintaining a capital campaign that’s got—that starts with excitement and maintains the momentum throughout the capital campaign.

Again, my contact information is here on the screen. Please don’t hesitate to call or send an email if I haven’t covered all the issues you might have—I think we’ve got a couple of minutes for questions, but I’m very accessible, and so are my colleagues who have done feasibility studies and capital campaigns. We’d be glad to give you any more information you might like, and there are two really good books here that I would recommend that we’ve used to go back and answer our own questions on, so thanks so much for taking the time for tuning in today. I’d be glad to take more questions.

Jennifer:  
Thank you, Sue—gosh, that is a lot of great information, and just really wonderful information—if you’re thinking about starting a capital campaign. I do have a couple of questions, and we do have a few minutes to take some additional ones. Let me just jump in Sue—something that someone was asking me about—going back to the feasibility study—it came in right as we were moving on—someone was wondering if, in your experience, wondering if the public library paid for the feasibility study, and if that was even legal, or if the Friends group should pay for that?

Sue Hall:  
You know, it’s done both ways. As long as people are above board about it, there isn’t an issue. If the library has the money for this—absolutely it can be done. If the Friends—I mean, obviously the library’s money can be spent a lot of ways, so if the Friends or the Foundation can cover the cost of it because they are the fundraising arm—that would probably be the recommended practice.

Jennifer:  
Great. Another question relating to prospect research, someone asking who usually does this kind of research? 

Sue Hall:  
It’s generally done by the leadership team—the library can help in that it has access to information—tax rules, you know, corporation lists, board lists, and so forth, so the library plays sort of a reference role in this, but it’s generally the volunteers with help from capital campaign counsel. Certainly, if there is a capital campaign coordinator, that would definitely be part of their job as well. 

Jennifer:  
Excellent. I know that some universities have entire staffs on—who do nothing but prospect research so [laughter]. It can vary. 

I do have a question wondering if there are—is there any centralized resource for listing library development consultants, and I’m not aware of one; I didn’t know if you knew of anything like that.

Sue Hall:  
You know, there really isn’t. There are library consultants out there, you can [Crosstalk] Google library fundraising consultants, and the only thing we would caution you with is raising money for libraries is different than raising money for other public services, because libraries are public private institutions—you really have to be able to make the case that most libraries are going to be built with both public and private money—you have to be able to speak to that; you have to be able to speak to the issues that are specific to libraries, so you just want to make sure that in hiring a consultant, it’s somebody who’s really comfortable with what the library-specific issues are, and that they’ve got a track record in doing it.

Jennifer:  
Great. Well, I think that answers all of our questions. Sue, if it’s okay with you, I think I’m going to go back and grab the controls again and help people with the final bits and pieces of the Webinar.

Sue Hall:  
Great. Jennifer, thanks so much for everything.

Jennifer:  
All right. All right. I want to thank everyone for attending the Webinar. I’ve got a little bit of information for you: you are going to, in the next couple of days you will receive an email that has a link to the archive of the Webinar. For those of you in Texas, you can receive statement for CE credit and we will also have copies of handouts. To leave the Webinar, just hit “File” from the grab tab and exit, and please do answer the exit survey—that really helps us to know if what we’re offering to you is appropriate and helpful. Again, thank you so much, thank you, Sue, thank you my colleague, Kyle, who was listening in, and Lynn Jovanelli who helped with this as well. It was great information, and again, thank you all for attending.
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