Loughborough University

Development Office

Establishing a Sustained Development Programme

Summary and Key Questions

The University has clear ambitions to consolidate its position as a leading UK HE institution.  It is committed to further strengthen its research profile and reputation, to enhance its international standing, to extend post-graduate provision and to further develop ‘third-leg’ activities.  

Securing new resources is crucial to achieving these academic and institutional goals.  To succeed in the pursuit of excellence and opportunity we must also succeed in obtaining the funding required.  

Development Programmes are about the whole process of fundraising, including the building of relationships with key external constituencies, the cultivation of potential donors and asking for gifts that will advance the activities of the University.  Many academic staff are already engaged in this process of building relationships, and any programme would develop the partnership of such staff with fundraisers.

We have been very successful in fundraising in recent years; mostly in specific areas and in some cases as a result of special opportunities.  To build on this success we need now to begin a sustained process of building capacity and further success on a broader basis.  

The risk if we fail to do this is that our activities will progressively be funded at a lower level than the level of resources our peers enjoy.  

The opportunity for higher returns on investment (reaching 5:1 and potentially closer to 10:1 during a major campaign) in future years will never be open to us, unless these crucial early stages are undertaken.  Even during these early years a return on investment of between 2.5:1 and 4:1 should be achievable.  This is summarised below:

Costs and Forecast New Income Secured
	Year
	Target*
	Forecast*
	Regular Giving**
	Budget

	2003-04
	£0.5M to £1.0 M
	£1.2M
	£65K
	289K

	2004-05
	£0.75M to £1.25M
	
	£80K
	339K

	2005-06
	£1.25M to £1.75M
	
	£105K
	440K

	2006-07
	£1.5M to £2.5M
	
	£130K
	492K


* Total all funds



** Included in overall total

Key questions that should be addressed are:

Does the scale of the income generated and related budgets reflect adequately the University’s ambitions to consolidate its position as a leading institution and to extend its research and international reputation?

Are the areas identified at paragraph 12 as the priorities for expanded fundraising effort the right ones?  How can we best select the projects within these themes that should be the focus of our efforts?

Given that the staff engaged in the activity are crucial to success, is there sufficient build up in staffing in the early part of the planning period and are the levels suggested sufficient to both recruit and retain high quality fundraisers?

The full paper that follows sets out plans to take forward our success in fundraising, by establishing a sustained Development Programme at the University.  The proposals  would extend fundraising and associated activities to benefit a wider range of Departments and maximise new resources for core University activities.  

Appendix 1 sets out the achievements of the past 9 years (more than £35M raised at a cost of £1.5M).  

Appendix 2 is an outline plan for the years 2004-07, which would build our capacity in fundraising and create the platform for a more substantial programme and/or campaign.

Establishing a Sustained Development Programme

Introduction

1. In July 2003, University Council recognised the potential significance of fundraising for the future of the University and established the Loughborough University Development Board (LUDB) to take this forward.  

2. The Board met in December 2003, where it reviewed HE fundraising, the significant successes achieved at Loughborough (more than £30M raised at a cost of £1.5M), the weaknesses that still remain and the factors that have been crucial to success elsewhere.  It agreed that a plan should be developed for the meeting of Council in July 2004.  Subsequent meetings with the Chairman’s Advisory Group (CAG) and of EMG have developed the approach.  A key principle is that fundraising must be fully embedded in the overall strategic planning process of the University.

3. This process is very timely, as the University both reviews its 10 to 20 year future and embarks on the preparation of the next Strategic Plan, and also as the Government Task Force publishes its report “Increasing Voluntary Giving to Higher Education” (the ‘Thomas Report’).

Fundraising – what it is and why it matters

4. Fundraising is about obtaining additional resources to enhance the activities of the University.  It is about advancement of the Institution and of its academic objectives.  Philanthropic support helps the University strive for ‘excellence’ by providing the resources needed.  Fundraising is never an end in itself, rather it’s goal is to advance the University’s mission.

5. HE fundraising is a systematic process of identifying potential donors (including individuals, trusts and foundations, companies and other organisations), cultivating and developing a relationship, presenting a clear ‘case for support’ and asking for a donation or gift to enable that purpose to be achieved.

6. The Thomas Report suggests that the key role of voluntary giving (the result of effective fundraising) is to “support the development of an institution towards achieving excellence”.  It should not, therefore, be seen as a replacement for core funding or for on-going costs, although fundraising will contribute directly to core activities (for example by providing funding for additional staff or scholarships).

7. Fundraising is not about increasing existing sources of income or activities that are, in effect, the provision of services for a fee.  It therefore excludes contract research and teaching activities.  Fundraising does not replace or reduce the imperative on Departments to increase their core income from research and teaching, and from ‘third-leg’ activities.  Developing these income sources remains crucial, but this is not ‘fundraising’.

8. Fundraising matters because:

· It extends or enhances the research and teaching the University is able to undertake.

· It can enable new academic or other initiatives that would otherwise require a level of investment that the University would find difficult to make from its own resources;

· It demonstrates the value and importance of the University’s work.  The ability of the University to attract philanthropic support will increasingly be seen, in itself, as a mark of institutional quality;

· It represents a prudent and efficient use of resources, as good rates of return can be obtained, especially as fundraising programmes become mature;

· Failure to be successful in fundraising will place us at an increasing competitive disadvantage against other institutions.  A significant number of UK Universities are developing regular income streams of several £M per annum, with some as high as £8M plus pa, (examples include Glasgow, Nottingham, Queens, KCL, Stirling, LSE, UCL) and many others are investing in the area (examples include Warwick, Birmingham, Durham, York, Newcastle).

· It extends the relationships the University has with its external constituencies at all levels and instils a culture of relationship management that has many wider benefits;

· The continuous exposure of University goals and plans to external stakeholders as part of the process of seeking donations sharpens strategic thinking;

· Improvements achieved as a result of fundraising will themselves help to enhance the recruitment and performance of staff and students.

Fundraising across the University

9. The University has benefited from fundraising success in a number of areas.  A particular strength has been in securing funds for capital projects (Wolfson School, Cope Auditorium, EIS Facilities, LTA Academy, Sir John Beckwith Building).  More recently, sports fundraising has been successful following the targeted investment of additional staff resources.  Growth of the regular alumni giving programme has been more patchy, with staff changes and then when resources were not available to undertake telephone fundraising.  Nevertheless an important start has been made, with more than 1200 donors having made a gift at some level.

10. Proposals for the future foci of fundraising build on the experience gained, balances the need for short term results and long term development and – especially – seeks to focus on areas that are of greatest strategic importance for the University.  

11. At the same time a realism is need about the feasibility of fundraising for different projects; in some cases by fundraising for the area where we are most likely to be successful, resources can be released for use in other areas.  So, for example, fundraising for bursaries and scholarships may lead to less additional fee income being used for this purpose, meaning more can be spent on (for example) additional academic staff.

12. Following discussions at EMG priorities have been identified for the future extension of our fundraising activities, and these are noted below.  We should be mindful, however, that there is nothing especially distinctive about this list and so, if we are to convince people to support Loughborough, we will need to find within the broad themes specific projects that will capture the imagination of potential donors.

This makes the selection of projects, and the criteria we use for that selection, of particular importance.  This could mean choosing projects in areas of strength, or in areas where we can most underline our standing internationally or even opportunities derived from a perceived weakness that we need to overcome.


Academic Initiatives

The University has a record of new initiatives being developed with philanthropic support.  Examples are CREST, the Institute of Youth Sport and, most recently, the Centre for Disability Sport.  As the aspirations of Departments and Faculties become clear, fundraising has a role to play in enabling key new initiatives to either start or accelerate.

Academic Posts

Increasing the number of academic staff is an institutional priority to boost research and lower SSRs.  A priority will be to seek support for sponsored academic and research posts.  This will require working closely with Departments and Faculties to identify priorities and potential supporters.

Bursaries and Scholarships

This is forecast to be an area of growing importance, and certainly has been a focus for other institutions in fundraising.  We must seek funds for schemes that are both easy to administer and simple to understand for potential applicants, as well as being attractive to potential donors.  We should seek to avoid a proliferation of ‘one-off’ awards, rather seeking to attract support to broad programmes.

Capital Projects

This will remain a major part of any fundraising programme, and our extensive capital programme reveals a continuing need.  In buildings terms, the East Site academic buildings and student accommodation are immediate priorities.  In the longer term, we should be thinking also about equipment and facilities – developing our research and teaching infrastructure.

In addition the following existing programmes will be developed to maximise the returns:

Regular (Alumni) Giving

This existing programme is crucial for developing the culture and habit of giving amongst alumni.  In direct terms it produces the lowest direct returns but is crucial is securing new donors, maintaining the ‘recency’ of donors and developing habitual and thoughtful supporters.  In addition it is, over time, fundamental to growing a stream of medium-level and major donors. 

Sports and Culture Fundraising

This programme has demonstrated the success and returns possible with a focussed and adequately resourced programme.  This significant income stream must be sustained, and the recent award of £750K for an academic programme shows how major gifts can be added to on-going income generation.

Legacy and Planned Giving

A legacy programme is an important base-line with potentially very high returns over the long term.  We need to strengthen our modest efforts here, integrating with regular giving and major gifts work.  A legacy may often be a donors largest gift, and will often come from a pattern of previous giving.

Resources are already deployed for the Regular Giving and Sports Fundraising programmes, but only very limited work is possible in the new areas.  New staffing will be focussed on the delivery of the newly identified priorities.

Future Programme for Fundraising

13. Some of the debate at LUDB, CAG and EMG has related to the best way to move forward, and in particular whether now is the right time to be moving towards a major campaign (possibly related to the Centenary in 2009).

14. In the light of these discussions, and the underdeveloped state of some aspects of our fundraising activity – in spite of (or possibly even because of) very substantial success in fundraising for sport – this paper sets out a timetable for a sustained growth in fundraising which has several inter-linked goals.  These include;

· Raising an increasing amount of philanthropic support, representing valuable new income;

· Widening the focus of fundraising, building confidence in the process and appreciation of the benefits available;

· Relating fundraising much more closely to the University strategic process, using fundraising to address crucial areas such as academic posts, bursaries and scholarships in addition to capital programmes;

· Increasing the capacity for future fundraising by developing a much extended donor base and potential donor pool;

· Developing a substantial and effective regular giving programme, a core baseline for long term major gifts work;

· Helping to raise the profile of the University, especially among influential groups, by associated PR activity;

· Over a two to three period reaching a situation where a major campaign could be developed.

15. The importance of Campaigns should not be underestimated.  Whilst long-term, on-going fundraising is the ultimate goal, campaigns are a time of special focus, introducing a sense of urgency and creating deadlines.  A main impact of a Campaign is to raise the on-going fundraising activity to a significantly higher level than that which existed before the campaign.

16. It is essential to recognise the long-term nature of the fundraising process.  The decisions we make now will have a direct impact on funds raised in several years time, as relationships take significant time to mature and develop – especially where very large gifts are concerned.  

Appendix 1:  Past Fundraising Performance

The table below summarises fundraising performance since the establishment of a small ’Development Unit’ in August 1995.

	
	Academic
	Phase
	£000s
	£000s

	Year
	Year
	
	Budget
	Raised

	1
	1995/96
	Start-up
	75
	202

	2
	1996/97
	
	79
	253

	3
	1997/98
	5 year strategic plan
	104
	3,573

	4
	1998/99
	
	146
	1,296

	5
	1999/00
	
	162
	717

	6
	2000/01
	Mainly sports fundraising
	224
	6,655

	7
	2001/02
	
	237
	13,421

	8
	2002/03
	
	239
	9,600

	9
	2003/04
	Next phase?
	244
	1,200


There have been a number of notable successes during these years.  A major early ‘win’ was a grant of £2.5M for the Wolfson School.  More recently, there has been considerable success in fundraising for new sports facilities, in particular £25M of national lottery funding.

In addition to securing funds for capital projects, there has been some success in generating support for sponsored academic posts, for scholarships and for other revenue needs.  

It should be noted that the majority of funds secured have been ear-marked for specific purposes.  This is always likely to be true as donors wish to know what their contribution will achieve.

A part of this has been the promotion of regular giving to alumni and other supporters, enabling an annual grants programme by the Loughborough University Development Trust.

The exceptional rates of return on investment achieved in recent years will not be replicated in the immediate future.  Nonetheless, the progress already made and evidence from elsewhere gives confidence that fundraising will make a significant contribution to the University achieving its goals for the future.

Appendix 2:  Outline Development Programme Plan 2004-07

This plan covers the next 3 years of activity.  The main goal is to raise the capacity of fundraising at the University to a level at which a major fundraising initiative (possibly a campaign) could be considered in support of a new Strategic Plan from 2007.  ‘Campaign readiness’ will recur as a theme, not because this is a foregone conclusion but because it will ensure that we both raise funds in the process and crate the possibility of a campaign in 3 years time,

The years may be characterised as follows:

2004-05
Building Capacity 

2005-06
Achieving Results

2006-07
Showing Future Promise

Staffing and resources build up to the level for a sustained on-going programme, leaving the major decisions about large scale investment to be made at an appropriate time in 2 years or so, in the light of future priorities and feasibility.

Year One:  2004-05
Building Capacity

This year will see the capacity for fundraising extended and also a re-focusing to increase the emphasis on academic priorities.

a) Assumes the Fundraising Plan developed by LUDB and discussed with EMG, CAG and Senate, is agreed at Council July 2004.

b) Confirm approval to appoint a senior and experienced Fundraising Manager and a potential donor Researcher/Trusts fundraiser, including agreement that the higher budget commitment on 2005-06 can be met.

c) Development Board deepens its understanding of the process and ability to provide strategic advice and direction to the process.  The Board advises on fundraising issues in respect of appointment of next VC.  Consider expanding the Board partly as a means to involve a wider group of people.

d) Recruitment of Fundraising Manager and researcher post to lead the research process identifying potential donors (individuals, trusts, companies) and assisting on trust applications.

e) Selected, priority academic driven projects supported within resources available; the major growth in this activity will follow the appointment of an additional fundraiser to lead this area.  Projects must meet the criteria established, for example strengthening our international visibility.  Being realistic, with recruitment and then induction this is a ‘set-up’ year with results mostly in the following years.

f) Work with more departments and senior staff in the systematic process of building relationships and cultivating potential donors.  Many staff are already actively engaged in the process of cultivating relationships and the fastest progress can be made by building on the experience and contacts that already exist.

g) Develop Regular Giving (Annual Fund), using mix of direct mail, telephones and face-to-face.  In particular, bring telephone fundraising in-house, improving returns, reducing costs and, most importantly, creating the capacity to increase call volumes.

h) Sports fundraising programme developed and more strategically focused across SSES, SDC and buildings redevelopment of sports labs.

i) Funds raised 2004-2005 £0.75M to £1.25M.

j) Enhanced alumni relations programme continues to develop, including maximising the use and benefit of the alumni ‘e-community’ web site, with on-line database and address book.

k) In the context of the University’s aspirations to build an international profile, establishing a presence (alumni and fundraising) in North America, and begin planning for further international activities including the Far East.

l) Enhance campus wide stewardship of donors, establishing best practice and rigorous process.  Consider the best methods of providing donor recognition at different levels.

m) Give serious attention to whole area of profile raising, PR and communications.  Working with the Publicity Office and others begin a programme of communications to key influencers.  Achieve much higher visibility for Loughborough.

n) Develop policies and protocols, including on ethical issues (who will we accept money from, forms of recognition etc).

o) Extend the involvement of lay volunteers and senior staff (including LUDB) in the friend and, ultimately, the fundraising process.

p) Further develop infrastructure; bring BACS payments for regular gifts on-line.

q) Confirm at budget review the full-year funding for the new posts appointed (Fundraising Manager and researcher) and secure one further fundraising post to enable the momentum on wider fundraising to be maintained.

Year Two:  2005-06
Achieving Results

a) Continue steps outlined above to extend donor and potential donor pool, to broaden fundraising success, to develop a dynamic and vibrant alumni community etc.

b) In particular the programme of projects driven by academic priorities will now be underway, led by the additional fundraising resource.  This will develop significant new income in this year.

c) Enhance the value of the donor pool (a combination of more donors, higher value donors and more recent donors).

d) Build the potential donor pool, in particular by a fundraising visit programme to alumni (which will extend our knowledge of their capacity to support and their affinity to the institution).

e) Develop and extend, especially, the major gift/leadership gift potential donor pool, and start to build connections to people with the potential to take on leadership and volunteer roles (including possible Campaign Board Chair or members).  Begin to set targets for gift levels that we would hope to achieve.

f) Significantly raise Regular Giving Programme participation rates.  Extend telephone fundraising – increase the period of calling, the numbers called, and shift much more to an on-going process.

g) Funds raised 2005-06  £1.25M to £1.75M.

h) Recruit additional major gifts officer post. 

i) Consider a junior fundraising appointment if telephone fundraising is to be extended and potentially to release 0.5 FTE as a legacy officer.

j) Continue to secure the investment and resource and staff build-up needed to handle increasing volumes of activity and potential donor work.  Ensure training and development of staff team is appropriate to the task.

k) Significantly increase legacy commitments and predictions of income.

l) Planning begins for Centenary celebrations, to ensure that on-going work builds towards this and to ensure that activities support agreed University goals (for example to ensure that the research and international dimensions feature in the programme).

Year Three:  2006-07
Showing Future Promise

In this year, in addition to continuing the on-going fundraising programme time will be spent on developing the future plan for the programme and/or campaign, within the context of emerging University strategic priorities.

a) Continue steps outlined above to extend donor and potential donor pool, to broaden fundraising success, to develop alumni relations etc.

b) The programme of projects driven by academic priorities is now the most substantial part of the activity of the Development Office, and benefits are being felt across many Departments.

c) Funds raised in 2006-07 of £1.5M to £2.5M.

d) Continue to build the the major gift/leadership gift potential donor pool.

e) Active programme of research and, especially, cultivation is producing a significant number (45 plus) of high value contacts who could take part in a feasibility study, with at least 20 as potential Board members and 2 or 3 possibilities for the chair of a future fundraising board.

f) Undertake design phase for the programme or campaign to be undertaken to help realise the goals developed out of the strategic planning process.  This includes setting parameters and criteria for assessing potential projects for fundraising.  It will identify which projects can/should be funded by other routes and which should be funded (in whole or part) by fundraising.

g) A consultant led feasibility study is likely to be needed, testing the strength of the case for support and the potential to raise the funds from the potential donor base.

h) In parallel a more detailed fundraising plan for the quiet phase of the programme or campaign will be developed.

i) A communications plan for the development programme will need to be developed, with different approaches during the quiet and public phases.

j) In the light of ambition and scale of programme consider the future staffing and other resources needed to achieve these goals.

Staffing and Resources Required

To be successful in fundraising we need to deploy sufficient additional resources to enable a highly professional Development Office function to be developed.  We must provide enough capacity to allow for the full involvement (including training as required) of both institutional leaders and volunteers.  

There is, inevitably, a delay in the investment in additional resource and the impact on results; on the other hand progressive investment will improve returns with a greater proportion of new funds spent on direct fundraising and on major gifts work.

The primary additional requirement is additional staff (and space to accommodate them).  Adjustments in non-pay costs may also be required, but these are likely to be relatively minor, until the programme begins to consider the future direction in 2006-07 when a significant consultant-led study may be required.  This plan calls for the appointment of staff as follows:

2004-05 Fundraising Manager (ALC5)
Researcher (potential donors)/trusts fundraiser (ALC2)
Cost in 2004-05 £50K; full year cost £90K
2005-06
Major Gifts Officer (ALC3)

2006-07
Telephone Campaign Supervisor (ALC1/2)
Further staff requirement dependent on strategic review outcome

The staffing structure may be illustrated as follows, although the exact shape and scope of responsibilities will be determined in the light of the experience and skills of existing and new staff.
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Costs and Forecast New Income Secured

These can be summarised as follows:

	Year
	Target*
	Forecast*
	Regular Giving**
	Budget

	2003-04
	£0.5M to £1.0 M
	£1.1M
	£65K
	289K

	2004-05
	£0.75M to £1.25M
	
	£80K
	339K

	2005-06
	£1.25M to £1.75M
	
	£105K
	440K

	2006-07
	£1.5M to £2.5M
	
	£130K
	492K


* Total all funds

** Included in overall total
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