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rologue lie Nature Conserxany I.-onx inced that long-term 
interiat onal conserx ation objecti\ es can only be 
achic\ ed thilough acti\ e autonoImlOUS local institu
tions I hLrefore, tileConserxancy initiated the Self 

Suffiienc) Proect floLatin American md Cailbbean non
goeinmentl oiganization ,N(1Os)',11988 1he project 
pro\ idcs entuilC capital glallls to initiate iconc-generating 
alt'\ tiles tilning and telnmcal assist, -ice and information 
disseiination lhrough ,,orl,shops and )uiblICations Ihis 
three-part appro ich Ias bt en enoi nously effecLtive in encour
aging innovati\ e inancial \entiures strong strategic planning 
and leadeishipin collaoiatug Otganliz,tons Partnei organ
zations that b.t,inilatad suLCessful sell sutffiCIency progratus 
have giomxni ent nioLsi\ boh in size and eifectiveii,2ss since 
project Ini.)ton Many Latin Aneiican and Caribbean part
ner now ecnlilly the leadeishir and financial stahility that 
are needed to igOiously Irsue conserx ation ObCcltives and 
sustainable dc\0lopment Ilhe Conscrx ancy is pioid to have 
been a party to the gioxvth of thesc \isionaiv conserx'ation 
olganlzatlin 

Rtsolots lot S ttts, 1993 shateS sonic of the ideas and 
case studies that ha\ c c\oh cd under the Sell SutffiltCi(.y 
Project 1I'cConser\ anL continues to pio\ ide iew materials 
and taining to ieet lie halltiges facd by consernaon 
NGOs in the lomative stages, and as thLy glow fiorn small 
vxoltllltal
olganizat iois into laige inteinationally ienowned 
groups I lie 1 aiiiing I)epai lmentlaclitates lear ning pro
grams, shiares Cons antc y e\petlise andlhiings together 
consel \Itton oi gal iatiloii thli oughout Latin Amc ri- and 
the Caribbean to sha-e the creativc stiategics and programs 
1 his )eal, Latin Anli lIan aid CallliChan conservationists 
taught the nialority of classcs at Colservation Irainlg Week, 
the Consei \,linCylargest Iitel national training \cnt 
A vision of sell sLcilienc) come i ue 1 his llendflng of Ideas 
from the Conseaind paltinIs is appaient in this edition 
of Rcsoutttn i -oti'w,leditcd by Pactiltal Bath, Directot 
of I atning 

Rt soitt lot S ctsshas alss ay ,becn a wot I,in piogress 
It Is a guiCebool, and IeSOlCe for staff, boatd and the olun
teeis of pri\ate consLi\,on oiganlat1ois to tfi11l, about the 
financial resolrces, leadc rlilp skills and oiganizatioial cul
lure needed to nanag. atsi ccessful conserx ation nonprofit
 
This c litICal ni1\ Of icsources dlangcs \%itlh ime as does odr
 

tile
learnir, i)ased otil g[o%%th, success and, laiiicnitably iII 
sonc CaS,-s, failui es o Iioii-gose1iiiicital conser\atlOn orga
nizat iois For that ieaSon, this lii,01ii,1l is coIttulUally Updated, 
and its nes fotl lat pil I \bil)o\ ides g ealteil for adding oi
 
editing sections atsc dIon yOlI COImIIllts and coni imbutions
 

in tileIflitle
 
\Vhat lollo\s s,a oLiplation of pi ox eti ucccssLul
 

methods for sell suftfc hncy
ihat ha\e becn ie.led and ieined, 

developed and adfaiticd, by c onseal\atiOl groups as nuicrous 
and satld Xithe habilts and %pecicse striving toe 
protect 0 

Gcolftv , itiid 
Vitt I I 'l.dtllandDilctot 
Lititi Ait tic a ntcd Capi ibbi-an Pigiall 
The Natitit Cois, tvtlc 
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INTRODUCTIONR esotilesfoi Success 1993 offers tools and 

guidelines for nongovernmental conservation 
organizations committed to improving their 
institutional capacity and self-sufficiency This 

manual is a product of the Self-Sufficiency Project, an 
ongoing progran of The Nature Conservancy designed 
to help Latin American and Caribbean nongovernmental 
organizations (NGOs) improve their self-sufficiency 
through training and technical assistance in fundraising, 
income generation, management tools, strategic plan-
ning and leadership This chapter provides information 
on The Nature Conservancy, its Latin America and 
Caribbean Program and the motivation and programs 
behind the publication of this manual 0 

THE NATURE CONSERVANCY

T he Nature Conservancy isa private, nonprofit
membership organizat'on It is dedicated to 

the preservation of plants, animals and natural 
communities that represent the diversity of life 

on Earth by protecting the lands and waters the) need to 
suivive The Conservancy is supported by moie than 
700,000 individual members, corporate sponsors, pri-
'ate foundations and government agencies In the past 
foity years, the Conservancy has established chapteis in 
every 1US state and has acquiied more than 1,300 pre-
serves, the largest private system of natural sancluales 
in the world The Conservancy protects more than 6 4 
million acres in the Umtcd States and Canada alone 0 

THE LATIN AMERICA 
AND CARIBBEAN PROGRAM 

B uilding on the success of our domestic pro-
grams, the Conservancy, in 1987, initiated a 
major international cffort to stem the tide of 
ecosystem destruction in Latin America and the 

Caribbean The key to tbe success of the Latin America 
and Caribbean Program smc_ that time has been part-
nerships The Conservancy is not an implementing orga-
nization intei nationally All programs are catried out in 
cooperation with conseivation oiganizations already 
established in a particular country Out programs build 
on the strengtlhs of these NGOs, working in concert with 
in-country government institutions Parks in Peril, oin 
largest international conservation initiative, is an exam
ple of coordinated efforts with partners ranging from 
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local in-country conservation groups to the United 
States Agency for International Development and multilateral organizations 

Through these paitnerships, the Conservancy's Latin 
America and Caribbean Program has developed a four
pait strategy for protecting large functioning ecosystems 

S EWARDSIIIP AND INFRASTRUCTURE 

Declaring an aiea protected is the first step in conserva
tion Throughout Latin Amiica and the Cat ibcan, 
many designated pai ks are neither clearly delineated nor 
truly protected In addition, the majority of paiks in 
Latin American and the Caiibbean lack the necessaiy 
funds for protection acti ities The Consci vancy helps 
local conseivation organizations establish a presence in 
parks by undertaking activities such as the demaiation 
of park boundaries, hii ing and training of park iangers, 
purchasing needed equipment and vehicles and working 
with local communities that live m close proximity to 
these natural areas 

CONSERVATION SCILNCE 

Successful conservation initiatives require a strong scien
ufic base The Conservancy has developed a method for 
determining species and community iailty to identify 
conservation )iOities This methodology Is used 1y 
Conseivation Data Centers throughout the iegion In 
addition, the Conservancy and many partners use Rapid 
Ecological Assessments when biological and ecologLal 
information is needed for conseivation decision-making 
on an accelerated timetable Finally, furthei ecological 
monitoring programs aie established to measure conser
vation effectiveness as management plans progiess 

LONG-TERM CONSERVATION FINANCING 

Once initial funds for pail, protection have been invest
ed, creative initiatives for long-term financial security aie 
needed The Con,,ervancy facilitates debt-or-nature 
swaps and helps establish national conservation trust 
funds It also establishes long-tern sources of funding 
working with multilateral iistitutions to help cnsuie the 
long-range stability of critical natuial aicas In addition, 
working with local partnis, tte Conseivancy develops a 
long-term financial needs analy.ts lot each site based on 
curtent expendituics, identified needs, future plans in 
the core and immediate buffer zone areas and funding 
prospects 

http:analy.ts
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INSTITUTIONAL DEVELOPMENT NGO to help develop its membership program 
Fellowships allow NGO staff to visit and study suc-

The Conservancy is convinced that long-term interna- cessful projects in other NGOs or in Conservancy field 
tional conservation objectives can be achieved only offices Some fellcws also come to the Conservancy
through partnerships with in-country conservation oiga- home office to study fundiaising techniques South
nizations These institutions must have solid technical South Exchanges are particularly useful for conveying
skills, a clear mission, strong leadership and financial successful experiences of other NGOs 
secui it), Over the past six years the Latin America and Scholarships allow NGO staff to attend specialized
Caribbean Program's Training Department has success- training schools or local business schools to help
full), delivered an institutional development and develop specific skills 
strengthening program that has helped these institutions lechnical assistance is piovided by Latin America and 
become consistently more effective in pursuing and Caribbean Piogram staft to help with specific projects 
accomplishing their consci vation agendas 

NETWORKING, WORKStHOPS AND PUBLICATIONS 
These four areas aic the critical components of the 
Conservancy's Latin America and Caiibbear, strategy Workshops and publications are used to disseminate the 
The iemainder of this , hapter will look at the Training key lessons learned in the "testing ihe techniques," train-
Department and the Conservancy's instiiutonal develop- ing and technical assistance phases These case studies 
ment strategies i 

C 
and training packages are then offered to a wider audi
ence of NGOs and their staffs 
. Conservation Tiaming Week This is ihe largest inter-TiH E T RAI NI N G DEPART MEN T national training event Rfponsol ed by the Conservancy 

for NGOs, governmental conservation agencies and 
onservancy and partner staff jointly discuss Conservation Dati Centers The event provides aand determne the strengths and limitations forum for sharing learning and experiences on a 
of partner institutions and develop a training multinational level, inti oducing and reinforcing suc
plan that focuses or key areas foi develop- cessful stia'egies and geneiatmg new ideas for tuture
 

ment The Training Department then organizes a variety programs Training courses from the 1993
 
of technical assistance, training and networking vehicles Conservation Training Week, held in the Dominican
 
One focus Of much of the work dor, by the Training Republic, are the basis of many of the case studies in
 
Department, previously called the NGO Services 
 this manual
 
Department, has been the Sclf-Sufficicncy Project This Nakonal and regional workshops offer specific train
project helps paitner oigan)zations build income-gener- ing, including the Zenger-Miller Frontline Leadership
ating skills, establish membership campaigns, hone pro- series to help paitners develop siong communication 
posal-writing skills and develop merchandising and eco- and supervisoiy skills 
tourism projects The Financial Self-Sufficiency Project is Skills Training Week, the annual training program for 
a three-part progiam the Conserviricys U S staff, is open to partners as an 

opportunity for exchange between the domestic pro
"TESTING THE TECHNIQUES" grams and international NGOs 

Publications The Conservancy shares its expertise by
Venture capital giants are provided to NGOs to develop developing training packages and accompanying writ
self-sufficiency piograms such as membership cam- ten materials to direct workshops and training pro
paigns, sales of T-shirts, literature or local crafts, cause- grams This manual provides information about criti
related marketing, Adopt an Acre campaigns and corpo- cal managerial and fundiaising skills for fledgling and 
rate campaigns established NGOs 

TECHNICAL ASSISTANCE AND TRAINING This three-part approach has effectively encouraged 
innovative ventures, provided training and support and 

The following services are offered io help NGOs imple- disseminated infoimation through workshops and publi
ment their sell-sufficiency ideas successfull cations Partner oiganizations that have initiated success-

Conservation Corps assigns Conservancy staff to work ful self-sufficiency piogralns have giown both in size 
on a particular project in-country with the NGO For and effectiveness since project inception Over time we 
example, the membeiship coordinator of the are improving our effectiveness by providing new vehi-
California Field Office might spend two weeks with an cles for training delivery These include the Zenger-
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Miller Fronthne Leadership Program, and increased col-
laboration with other institutions that offer valuable 
training programs, such as INCAE, Fundacion Moises 
Bertom, Island Resources Foundation, Atlantic Center 
for the Environment and ANCON 

In 1988, institutional support was provided to nine 
organizations Today, the Conservancy is collaborating 
with more than fortv organizations and many others 
are requesting assistance This increase in demand for 
Conservancy training and technical assi,,lnce makes the 
distribution of materials, such as this manual, a very 
high priority 

Resouicesfo Success is a work in progress The 
new format helps to ensure that new chapters, case stud-
ies and improvements can be added easily We hope 
you will continue to contribute materials and request 
new chapters to make this an even more useful 
publication a 

COLLABORATING INSTITUTIONS

T he Nature Conservancy works with in-country,
private conservation groups Land-conserva-

tion organizations that protect ares of high 
biological importance and have a clear mission 

coasistent with that of the Conservancy are gencially 
our closest partners We also encourage close collabora-
tlion with government ministries and other international 
institutions Alist of institutions with which we collabo
rate actively is appended In addition, a list of current 
Conervancv staff working in the Latin America and 
Caribbean Program is added to assist in identifying 
appropriate contact people to learn more about our 
programs 9 

LATIN AMERICAN 
AND CARIBBEAN ORGANIZATIONS 
COLLABORATING WITH 
THE NATURE CONSERVANCY 

Behze 
Belize Audubon Society 
Director Virginia Vasquez 
Address 29 Regent St Box 1001 
Belize City, Belize 
Tel (501) 277-369 Fax 278-562 

Programme for Belize 
Director Joy Grant 
Address PO Box 749, Belize City, Belize 
Tel (501) 2-75616 and 2-75617 Fax (501) 2-75635 
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Bolivia
 
Centro de Datos para la Conservacion de Bolivia
 
Director Maria Marconi
 
Address Casilla 11250, La Paz, Bolivia
 
Tel (591-2) 79-7399 Fax (011-591-2) 79-7399 (Ask
 
for tone)
 

FONAMA - Fondo Nacional del Medio Anibiente 
Acting Director Carlos Arce 
Address Calle Campos #265 (San Jorge), La Paz, Bolivia 
Tel (591-2) 39-2370 and 39-2369 Fax (591-2) 39-1774 

Fundacion Amigos de la Naturaleza (FAN) 
Director Hermes Justiniano 
Address Casilli #2241, Santa Cruz, Bolivia 
Tel (5913-3) 33-806, 1-327 Fax (5913-3) 41-327 

PROMETA - Pioteccion del Medio Ambiente de Tarija 
Director Gabriel Baiacatt S 
Address Casilla 59 - Tarija, Bolivia 
Tel (591-66-45-865) Fax 43-873 

Brazil 
Fundaqao Brasileira para a 

Conservaqao da Natureza (FBCN) 
Director Jairo Costa 
Address Rua Miranda Valverde, 103, Botafogo,22 281 
Rio de Janeiro, RJ, Brazil 
Tel (55-21) 266-5008 Fax (55-21) 537-1343 

Fundaqao Pro-Natureza (FUNATURA) 
Director Maria Tereza Jorge Padua 
Address Caixa Postal 02-0186, 
70 001 Brasilia, DF, Brazil 
Tel (55-61) 274-5449 Fax (55-61) 274-5324 

Sociedade de Pcsquisa em Vida Selvagem (SPVS) 
Director Clovis Schrappe Borges 
Address Caixa Postal 305, 80 420 Curitiba, 
Paiana, Brazil 
Tel (55-41) 242-0280 Fax (55-41) 242-0280 
(Ask foi the tone) 

Fundaqao S0 S Mata Atlantica 
President Roberto Klabin 
Address Rua Manoel da Nobrega #456, Paraiso, 
04 001 Sao Paulo, SP, Braz'l 
Tel (011-55-11) 887-1195 Fax (011-55-11) 885-1680 

Fundacao Ecotropica 
Director Adalberto Eberhard 
Address Rua 38 #65, Bairro Boa Esperanca, 68 000 
Cuiaba, MT, Brazil 
Tel (5565) 661-1619 Fax 661-1615 
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Colombia GrupoJaragua, Inc
 
Fundacion Natura 
 Director Sixto Inchaustegui
 
Director Juan Pablo Ruiz Address El Vergel 33, 3er Pino,EI Vergel, Santo
 
Address Apartado Aereo 55402, Bogotd, Colombia Domingo, Republica Dominic ana
 
Tel (57-1) 249-7590, 310-0026,-0097,-0421 Tel (809) 540-3036 Fax (809) 562-5879
 
Fax (57-1) 210-4515
 

Ecuador
 
Centro de Datos para ]a Conservac16n de Colombia Centro de Datos para La Conservaci6n del Ecuador
 
Coordinator Eduardo Velasco Abad Coordinator Xavier Silva
 
Address Apartado Aereo 2366, Cali, Colombia Address Apartado 17-21-01332, Quito, Ecuador
 
Tel (57-23) 30-6643 Fax (57-23) 30-4080 Tel (59-32) 56-06-78 Fax (59-32) 56-06-78
 

(Ask for tone)
 
Fundacion Pro Sierra Nevada de Santa Marta
 
Director Juan Mayr Corporacion Ornitologica del Ecuador (CECIA)

Address Calle 74, No Z-86, Piso 2, Bogota, Colombia Director Nancy Hilgert de Benavides
 
Tel (571) 217-3487/310-0571 Fax (511) 218-3256 Address Casilla 17-17-9068, Quito, Ecuador
 

Tc. (593-2) 244-734 (fax and phone)
 
Fundacion Botanica de Puerto Rastrojo
 
Director Helga Dworschak Lozano Fundacion At isana (FUNAN)
 
Address Cra 10 No 24-76 Oficina 305, Directoi Maria Helena Jervis
 
Bogota, Colombia Address 
 PO Box 17-03-1486, Quito, Ecuador
 
Tel (571-284-9010-1951) Fax 218-3256 Tel (5932) 433-849/433-850 Fax (5932) 433-851
 

INDERENA - Instituto de Recursos Naturales Fundacion Arcoiris
 
Director Martha Rojas 
 Address Casilla # 11-01-860, Loja, Ecuador
 
Address Carrera 10 #20-30, Bogata, Colombia Tel 593-7-572 Fax 572-926
 
Tel (571) 283-2598
 

Fundacion Natura
 
Costa Rica 
 Director Dr Roberto Troya V
 
Fundacion Neotropica Address Casilla #253, Quito, Ecuador
 
Director Vera Varela 
 Tel (593-2) 459-013, 447-341 to 344 
Address Apartado Postal 236-1002, San Jose, Costa Rica Fax 093-2) 434-q49 
Tel (50-6) 88-2029 -2027 Fax (50-6) 33-06-17 

Fundacion Maquipucuna
Fundacion de Parques Nacionales Director Rodrigo Ontanecla 
Director Luis Hurtado Address Baquerizo 238 y Tamayo, Quito, Ecuador 
Address Apartado 1108-1002, San Jose, Costa Rica Tel (59-32) 235-736 Fax (59-32) 504-571 
Tel (5-6) 32-02-50 Fax (50-6) 20-09-39 

SUBIR Project
INBio (Instituto Nacional de Biodiversidad) The Nature Conservancy Representative Juan Black 
(Base de Datos de Conservacion (BDC) Address PO Box 17-21-1901, Quito, Ecuador 
Coordinator Rita Maria Alfaro) Tel and Fax (5932) 502-379 
Director Dr Rodrigo Gamez Lobo 
Address Santo Domingo 3100, Heredia, Costa Rica Guatemala 
Tel (50-6) 36-7690, 36-7692 Fax (50-6) 36-2816 Centro de Estudios Conservacionistas (CECON) 

Executive Director Billy Alquijay
Dominican Republic (Centro de Datos para la Conservacion de Guatemala 
Fondo Pro-Naturaleza (PRONATURA) Coordinator Olga Isabel Valdez Rodas)
Director Jose Miguel Martinez Address CECON, Universidad de San Carlos, Av de la 
Address Oficinas Gubernamentales, Edificio A, Reforma, 63, Zona 10, Ciudad de Guatemala, Guatemala 
ONAPLAN, ler Piso, Calle Dr Delgado, esq Av Tel (502-2) 31-0904, 34-7662, 34-7664 
Mexico, Santo Domingo, Dominican Republic Fax (502-2) 32-2671 (ask for tone) 
Tel (809) 221-5140 Fax (809) 532-7292 
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Defensores de la Naturaleza 
Director Andreas Lenhoff 
Address 7a Avenida y 13 Calle, Zona 9, 
EdificiO La Cupula, Ciudad de Guatemala, Guatemala 
Tel (502-2) 32-50-64 Fax (502-2) 53-68-89 

CONAP - Consejo Nacional de Areas Prc tegidas
 
Director Fnma Diaz 

Addiess 2a Aver.ida 0-69, Zona 3, Coloma Bran, 

Ciudad de Guatemala, Guatemala 

Tel (5022) 500-454 Fax 518-951 


Honduras 
Fundacion tcologista Hector Rodrigo Pastor Fasquelle 
Acting Director Fernando Fernandez 
Address Apartado Postal 72, San Pedro Sula, Honduras 
Tel and Fax (504) 52-10-14 (ask for tone) 

Jamaica 
Jamaica Conservation and Development Trust 
Diiector David Smith 
Address PO Box #1225, Kingston 8, Jamaica 
Tel (809) 922-2217 Fax (809) 922-0665 

Jamaica Conservation Data Centre 
Director Ken Magnus 
Address Department of Botany, 
University of the West Indies, Kingston 7, Jamaica 
Tel (809) 977-0743 Fax (809) 977-0743 

Mexico 
Amigos de Sian Ka'an A C 
Director Arq Juan E Bezaury Creel 
Address Apartado Postal 770, Cancun, 
Q R 77500, Mexico 
Tel (52-98) 84-9583 
Fax (52-98) 87-3080 (ask for tone) 

Centro Ecologico de Sonora 
Director Dr Samuel Ocafia Garcia 
(Centro de Datos para la Conservacion de la Naturaleza 
Coordinator Eduardo Lopez) 
Address Apartado Postal #1497, 
Hermosillo, Sonora, Mexico 
Tel (52-62) 12-3986, 13-3537, 12-4400 
Fax (52-62) 50-1034 

Instituto de Historia Natural de Chiapas 
Director Don Miguel Alvarez del Toro 
Addlss Apartado Postal No 6, 
Tuxtla Gutierrez, Chiapas, C P 29000, Mexico 
Tel (52-96) 12-3663 Fax (52-96) 12-9943 
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Pronatura Peninsula de Ycatan
 
Director Luis Gonzalez
 
Address 1-D No 254-A x 36 y 38, Col Campestre,
 
Merida, Yucatan, 97120 Mexico
 
Tel (52-99) 26-0970
 
Fax (52-99) 26-8423 (Ask for tone)
 

Pronatura
 
Director Ing Hans Herimann
 
Address Nuevo Leon #144, Colonia Hipodromo,
 
Condesa, 6170, D F, Mexico
 
Tel (52-52) 86-9642, 56-5558
 
Fax 86-9480 (Ask for tone)
 

FUNDAREB 
Director David Laird 
Address Schiller 417, PB, 11560 Polanco, Mexico, D F 

Panama 
Asociacion Nacional para ]a Conservacion de la 
Naturaleza (ANCON) 
Director Juan Carlos Navarro Q 
(Centro de Datos para la Conservacion de Panama 
Coordinator Graciela Palacios) 
Address Apartado 1387, Zona 1, 
Panama, Repubhca de Panama 
Tel (50-7) 64-8100, 63-7950 
Fax (50-7) 64-1836, 64-1533 

INRENARE Instituto de Recursos 
Naturales Renovables - Panama 
Address Apartado 2016, Paraiso, Ancon, 
Panama, Rep de Panama 
Tel 32-4870-32-4209-32-4518 Fax 32-4975-32-4083 

Pemasky 
Address Apdo 3-215, Zona 3, Panama, Rep de Panama 
Tel 82-3226 

Paraguay 
Centro de Datos para la Conservacion de Paraguay 
Director Celeste de Acevedo 
Address Casilla de Corales 3303, Asuncion, Paraguay 
Tel (595-21) 49-4914 
Fax (595-21) 49-5568 and 44-0239 

Fundacion Moises Bertoni 
Director Ing Raul Gauto 
Address Casilla de Correos 714, Asuncion, Paraguay 
Tel (595-21) 444-253, 440-238 
Fax ('95-21) 440-239 (Ask for tone) 
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Peru 
Centro de Datos para la Conservacion del Peiu
 
Director Manuel A Rios
 
Address Univetsidad Nacional Agrana La Molina,
 
Departamento de Manejo Forestal,
 
Apartado 456, Lima, Peru
 
Tel (51-14) 37-1143 Fax (51-14) 42-7853
 

Fundacion Peruana para ]a
 
Conservacion de la Nacuraleza (FPCN)
 
Director Gustavo Suarcz de Freitas
 
Address Apaitado 18-1393, Lima, Peru
 
Tel (51-14) 42-21-49, 42-67-06, 42-66-16
 
Fax (51-14) 42-78-53
 

Sociedad Peruana de Derecho Arnbiental
 
Directoi Manual Pular Vildal
 
Addiess Plazuela Arrospide No 9, San Isidro,
 
Lima -27, Peu
 
Tel (5114) 224-003 400-549 Fax 424-365
 

Puerto Rico 
Conservation Trust of Puerto Rico 
Director Javier Blanco 
Address Apartado 4747, San Juan, Puerto Rico 00905 
Tel (809) 722-5834 Fax (809) 722-5872 

Division de Patrimonio Natural, Aica de Planificaci6n 
Coordinator Peter Oruz 
Address Depart-m.ento de Recursos Naturales 
de Puerto Rico, Apartado Aereo 5887, 
Puerta de Tieria, Paerto Rico 00906 
Tel (809) 722-1726 Fax (809) 724-0365 

Venezuela 
Instituto Nacional dc Parques (INPARQUES) 
Division Diiector Mariapia Bevilacqua B 
Address Ministero del Ambiente y Recursos 
Naturales Renovables, Apartado Postal /8471, 
Caracas ;070-A, Venezuela 
Tel (58-2) 285-4360, 285-4106 
Fax (58-2) 285-3070 a 

TilL NATURE CONSLRVANCY 1-7 



RESOURCES FOk SUCCFSS 1993 

LATIN AMERICA AND CARIBBEAN STAFF LIST AUGUST 1993 

Vice President, Executive Director Geoffrey S Barnard 
Admnstra ive Assistant - Raquel Ramrez 

CARIBBEAN 
REGION 

Regonal Program Directo -s Brad Northrup 

Administrative Assistants Angela Sandoval 


Senot Project Manager 

Country Program Directors 	 U S V I - Carol Mayes 
Janialca - Gina Green 
Belize Git Green 
Dominican Republic -
Domingo Marie 

Adminstratne Assistants 

Conservation Science 
and Stewardship 
Dir..tor - Kent R'edford 
P-rks in Peril Program 
Manager - Monica Ostina 
Administrative Assistant -
Christine Campbell 

Protected Area Specialists 	 John Tsch rky 

Kathleen Sullivan 


Training Director - Paquita Bath
 
Administratse Assistant -

Ximena Hernandez Cad Moniuse Zegarra 


Debt Swaps/ 
Country Trust Fuud. Dominican Republic -
Director - Randy Curtis DoingoMarie 

In Country Advisors 	 U S V I Carol Mays 

Development/Resources 
Director - Dae Younhman 
Administrztie Assistant -
Shelly Harrington 
Communications - Cnthya Pandi 
Senior Development Officer -
Beth Chung 
Grants Coordinator -Ern Castelli 
Tr p Programs Manager 
Ma ie Uehlng 
Adniristratie Assistant 
Sheine Secunda 
Adopt an Acre Coordinator 
Ien-eit Marshall 
Membership Coordinator 
Katy Wood 
Regional Fundraising Coordinators Emdy Ross 

Finance anid A itnistration 
Director - Alma Lopez 
Office Manager - Becky Estrada 
AID Grants Coordinator -
George Cavanagh 
Administrative Assistant -
Nancy Heck 
Receptionist - Virgina Lloyde 

Regional Fin nctal Administrators 	 Carla Tufano 

BRAZIL REGION 

Bi:I Posslel 
Nanette Rutsch 

Program Deselopment -
Jeae Per, 
Project Coordinator -
Angela Bernardes 

Director of Conservation Science -
Claudio Padua 

ANDEAN REGIONI MFXICOICENTRAL
 
SOUTHERN CONE AMERICA REGION
 

Creg Miller 	 Brian Houseal 
Jeannettelittle 

Dennis McCaffrey 

Argentina - Alan Randall Mexico 
Bolivia Dan Quinn Susan Anderson Jfi Quiroz 
Colombia - Cnstina Kiribnde Costa Rica - Randy Curtis 
Paraguay - Alan Randall Guatemala Kath) Moser 
Peru Dan Quinn I londurzs - tathy Moser 
Venezuela - Crslina hirhbnde Nicaragua Kathy Mo,,r 
Ecuardor - Greg Miller Panama Brian Ilouseal 

Jennifer Moog 	 Patricia Garjft r 
Susan Riiera 	 Victoria Diggins
 

Candt Barfuss
 

Len W-st Laurie Hunter 
Hugo Arnal Jennifer Shopland 

Alex Hitz-Sanche: 	 Richard Devin. 

Randy Curtis 

In Ecuador -Juan Black In Guatemala - <cot Wilbi r 
In Peru Eduardo Durand In Nicaragua - Tony S ¢hs 
In Boliva - Hugo Salas 

Suzanne Alot 	 Anne McEnany 

Martha Marsh Miram Ostna 
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LATIN AMERICA 
SC'ENLE PROGRAM 

Director - Bruce Stein 
Director of Program Deelopment - Doug Baker 
Geographic Information Systems Manager Roger Sayre 
Chief Zoologist - RobertiRoa 
Chief Botanist Shirley KecI 
rellow Botanist Susan Irtmongtr 
Botan, Assistant - Kt inBlyiht 
Consteration S) EnemsManager Luis Corrales 
Assistant Eiologist Andiea Crzslofani 
Adminlstratmt Assistant - Claire Teucira 
Administratne Secretary - Martha Martinez 
Data Manager Eltn hwiatlosshi 
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INTRODITCTION NGO EVALUATION TOOLIndicatorsof nongovernmental organization (NGO his chapter provides key questions and criteria 
strength and development include a wide range of 
factors and an equally wide range of methodo'ogies 
There are libranes fall of maenals on Organizational 

Development (OD) covenng theoretical roots, conceptual 
models and practical examples of OD diAgnosis This 
chapter does not begin to cover the multifaccted aspects 
of OD, but rather focuses on simple tools that all conser-
vation NGOs can use for evaluating their own growth and 
development As NGOs develop, they must improve their 
administrative systems, establish strategic plans and raise 
ever greater amounts of operating costs The Nature 
Conservancy Training Department has provided training 
and technical assistance to help NGOs effecively make 
these changes and hopes that this evaluation tool will be a 
further contnbution 

As the Conservancy's training for institutional devel-
op'nent continues to expand, we are increasingly mind-
ful that training and technical assistance must lead to 
long-term effective behavioral and organizational 
change We have all spent hours in classrooms while a 
lecturer drones on about strategic planning, never to 
apply the principles oi look at the material again These 
efforts are a waste of the tirne and money of the sponsor-
ing organizatioa and of the participants All cons-rvation 
NGOs are faced with numerous ime pressures, and time 
spent attending a conference, gong to class oi even 
reading this manual should be productive 

When analyzing our own intemal capacity to take on 
new programs, as well as when evaluating potential new 
partner NGOs, the Conservancy considers cntical areas 
of institutional and financial strength Starting in 1993, 
and continuing as part of the faining Departments 
mandate, the Conservancy and NGO staff collaborate lo 
review organizational strengths and weaknesses 
Confidential results of this joint assessment are b,- Tig 

used for targeting training and technical assistan,.z. at the 
weakest pcints The subsequent year's teviw will indi
cate whether the organization has strengthened these 
areas, and thus shed some light on he long-term effec-
tiveness of our training program Simultaneously, NGOs 
evaluate the Conservancy's training program and provide 
feedback on how we can improve our services a 
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that are important for measuring the institu
tonal effectiveness of NGus rhe evaluation 
tool does not take into account technical skills 

and program capacity for carrying out conservation field 
activities Skills needed in these areas aie covered in 
other Conservancy publications such as EvaluacLion 
Ecologica Rapida and Talle Sobie Alanejo dc Ateas 
Potegidase Su? Anil 'ca, Quitoy Antisana This chapter 
and this manual focus solely on institutional and finan
cial issuEs 

Within Tf Nature Conservancy, state chapters and 
programs are periodically evaluated on their ability to 
carry out their mission and effectively conserve biodiver
siy To do this in a systematic tashion, a questionnaire 
was developed to analyze performance n areas ranging 
from fundraising tor operational costs to administrative 
procedures We have adapted many of the questions to 
reflect the institutioial development and funding criteria 
:hat contribute to the long term suufess of Latin 
American and Caribbean NGOs 

The evaluation, in addition to determining training 
needs for NGOs, also sets standards to aspire to As 
organizations become ever more effective in their con
servation work it is importapt to recognize areas of 
impiovement for the future Standing still is deadly for 
staff motivation and institutional growth If you're not 
moving forward, you are probably slipping backward, 
either in terms of losing your competitive edge or having 
complacency and bureaucracy replace effective and 
timely programs 

This evaluation tool is divided into three major 
sections 

1. Institutional Strength 
2 Finaricial Resources 
3 Linkages 

Each section includes a number of performance areas 
For example, the Institutional Strengtb section includes 
critical performance areas such as Mission Statements, 
Strategic Plans and Board of Directors composition Each 
of these performance areas has a descriptive sentence of 
the ideal situation, an adequate situation that could use 
improvement and a weak situation They are rated as 
follows 

Ideal Performance at top range in this functional area 
Apositive cycle isunder way wherein solid groundwork 
is leading to increasingly better performance 

G7, 



Adequate: Performancf: is generally good in this area, 
but there is significant room for improvement 

Weak: Performance is clearly lacking and contributes to 
a negative cycle wherein the NGO is stymied in its effec
tiveness 

There are two other sections included for each perfor
mance area 

Objective criteria Following the descnptive sentences 
are a number of objective criteria The most difficult 
aspect of undertaking an evaluation of this sort is the 
potential subjectivity of the descriptive sentences when 
applied to a real-life sgituation Therefore a short list of 
objective criteria that can be useful for determining actu
al presence/absence or levfl of a performance is includ-
ed This is not a comprehensive lit and you should add 
additional criteria as needed 

Notes These notes indicate where in this manual addi-
tional information and ideas for improvement can be 
found in addition, notes about the performance area 
itself are added 

Use this tool to undetake an organizational self-assess-
ment, talk with your staff about their perceptions of 
certain aieas and pinpoint areas of specific training 
needs It is also useful to refer to other chapters in this 
manual that might help you think through steps for 
improving the institutional capacity of your conservation 
organization a 

INSTITUTIONAL STRENGTH 

CLEAR MISSION 

Ideal- The NGO has a clear mission statement (that 
highlights the conservation of biodiversity) and it can 
be articulated by its staff and board 

Adequate The NGO's mission statement is clear, 
but effective articulation is iregular or limited to a 
few people 

Weak: The NGO's mission is unclear as reflected in 
diveise types of projects and proposals 

Objective cntcria 
* Does the NGO have a clear mission statement? 
* Can each member of the staff and board articulate 

the organization's mission? 

Does the mission represent a unique niche within 
the country's conservation organizations? 
Is the mission articulated in published materials 
concerning the NGO? 

Notes- See Chapter II1,"Operational and Strategic 
Planning" 

EFFECTIVE AND SUPPORTIVE BOARD 

Ideal: There is a volunteer board weighted toward rec
ognized leaders who provide hands-on policy direction 
for political action, stewardship, planning and program 
areas, and contribute and solicit significant funds An 
active strong board chair is in place 

Adequate: The board contributes some funds, assists 
the program through access to key people and does not 
act as a drag to th, NGO A cooperative board chairper
son is in place, but not one positioned to take the board 
to a higher level 

Weak The board provides limited assistance and/or acts 
as a drag to the work of the NGO's staff 

Objective cntena. 
Doe.3 the NGO hax, an established board of directors 
with bylaws? 

. Are committees (finance, oversight, -tc ) established 
and meeting on a regular basis? 
Isevery board member involved in contributing 
and soliciting funds? 

Notes. The Conservancy uses materials developed by 
the National Center for Nonprofit Boards (NCNB) that 
provide simple guidelines in English and Spanish for 
well-functioning boards Additional infoi mation about 
the NCNB materials is in the back of Chapter IV,"How 
to Better Manage Y,-nur Organization's Human 
Resources 

HIGH ETHICAL STANDARDS 

Ideal: Consistently high ethical standards are observed 

Adequate There are no apparent problems with ethical 
behavior 

Weak- The NGO has a reputation for approaching or 
crossing the edge of ethical behavior 

Objective criteria
* Does the NGO have a statement of values and/or 

code of ethics? 
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Is every stair and board member provided a copy 
of the statement of values and/or code of ethics? 

Notes: This performance area is not directly addressed 
in this manual as it is very difficult to measure objective-
ly, particularly in cross-cultural situations We include it 
here as a reminder that ethical behavior is essential to 
the long-term reputation and success of an NGO 

STRATEGIC PLANNING 

Ideal The NGO has had a strategic plan completed or 
updated within the past two years and has a realistic and 
ambitious annual plan It uses plans and reporting on 
plans as effective management tools 

Adequate Strategic plan is out of date or in progiess 
Annual plan is available and has realistic goals Planning 
is generally used to direct the program 

Weak. Little effort has been made to state a strategic 
plan Annual plans are out of date or not consistent with 
current programs 

Objective Cnteria 
* Has the strategic plan been completed or updated 


within the past two years? 

* Does the NGO have an annual plan' 
* Do the plans demonstrate cooperation between
 

the staff and board of the NGO' 


Notes: See Chapter III "Operational and Strategic 

Planning"
 

HUMAN RESOURCE MANAGEMENT 

Ideal Employees are effectively managed with respect to 
performance Employees are recogized and evaluated 
based on their accomplishments and ability to meet their 
job requirements and objectives Job objectives are set 
with the employee and professional development is con-
sidered part of the job 

Adequate- There is modest human resource manage-
ment, teamwork and communication Some coaching, 
counseling and training is provided, but is not necessari-
ly integrated into performance evaluations 

Weak Human resource management is poor with little 
or no coaching, counseling or training There is minimal 
employee development and recognition and poor corn-
munications 
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Objective :riteria'
 
Are ihere job descrptions for every position
 
in the NGO'
 
Is there a personnel policies and procedures
 
manual, with outlines for grievances, sickness
 
and compensation'
 
Is there an annual employee performance appraisal
 
procedure?
 

* Do employees participate in setting annual perfor
mance objectives' 
I Is personal piofessional development included 
in employee objectives' 
Do new staff members receive orientation materials 
with policies, procedures, mission and values' 
Do managers conduct staff mectings on a regular basis? 

* Are there guidelines for contracting consultants' 

Notes Chapter IV,"How to Better Manage Your 
Organization's Human Resources," covers these issues in 
depth 

LEADFRSHIP FOR SUCCESS 

Ideal- Leaders actively delegate responsibility and develop 
employees, maintain critical staff for the long-term and 
infuse a sense of mission and professional career develop
ment in the staff [he NGO could sustain momentum 
even with the loss of the director and board chair 

Adequate Leaders delegate tasks and netwoi king oppor
tunities to key aides and could regain momentum rela
tively quickly with the loss of the director or board chair 

Weak: Leadeis tend to control all activities and network
ing opportunities to the point where no apparent effcz 
tive secondary leadership has been developed Loss of 
either the director or board chair could seriously impair 
the momentum of the NGO 

Objective criteria: 
Do managers effectively delegate responsibilities' 
Do managers consult buard members in planning 
major decisions' 
Does the NGO value teamwork' 

Notes: Powerful visionary founders/leaders of NGOs are 
often the reason for NGO success, but frequently a one
person show can have negative repercussions when 
there is a change in leadeiship The Zenger-Milcr train
ing is helplul for encouraging new forms of leadership 
and communication that help to develop strong staff 
capacity throughout the organization See Chapter IV, 
"How to Better Manage Your Organization's Human 
Resources 
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EVALUATION WORKFORCE DIVERSITY 

Ideal Internal and external project evaluations are con- Ideal The NGO's board and staff members reflect sensi
ducted regularly to assess progress and effectiveness at 
all levels Plans and tasks are revised to incorporate 
results of evaiuation 

tivity to the gender and racial makeup of the country 
The senior and program staff includes strong representa
tion from women and is racially diverse 

Adequate- Evaluation tools are used for major program 
areas, but more could be done to bring in external eval-

Adequate. The NGO is sensitive to gender and racial 
makeup of the country and is recruiting and promoting 
women and minority staff 

uation and to respond to evaluation recommendations 

Weak Evaluation rechanisms are not regularly used in 
the NGO 

Weak: The NGO has shown little interest in actively 
searching for a broader representation of women and 

Objective criteria 
racially diverse staff in its progiam and senior ranks 

*Ate IcMhmarks of success included as part of Objective criteria 
prolect designs:? 

* Are c alilation ploccdures included as part of 
Does the senior and program staff and board include 
lepresentation from women and miiorities? 

piolect dce,igns' 
I1Sthe eCUalation done b)parties independent 

Does the makeup of the staff reflect the ethnic 
and cultural makeup of the country? 

of the NGO" 

Notes LBaluation tools are co%ered to some extent in 
Chapter 111,'Operational and Strategic Planning" 

Notes' Raising this issue, perceived to be strictly a U S 
legal problem in many circles, has brought us under some 
cnticism from Latin American colleagues Nonetheless, as 

SYSTEMS AND PROCEDURES 
the Conservancy improves its cierstty mix and provides 
diversity training programs to all staff, we are increasingly 

Ideal Excellent systems and procedures are in place for 
follow ing institutional regulations and maintaining 

aware of the importance of this issue We have riot yet
included a section in the martval, nor have any partners 
requested diversity craining Nonetheless, we do believe 

recoids and reports that NGOs must be constantly on the alert to hire and 

Adequate Administrative controls are in place although 
promote people with the best skills available, a need that 
cannot be filled if diversity is not fuly embraced 

tbere i no systematic office procedure 

Weak Little institutional meniory in the form of files, 
reports and records are maintained and few procedures 
have been established to simplify operations 

These nine areas for analyzing institutional strength, while 
clearly limited, touch on some of the most frequently 
cited problems with NGO development Lack of clarity 
over the mission, poor planning, inactive boards incl poor 

Objective criteria 
* Are systems and procedures established for keeping 

communications and adinis:rative procedures are often 
fatal flaws foi an)' organization, partiularly NGOs that 
lack a solid funding base The next section covers finan

clear personnel and prigram files and reports? 
* Are the reports up to date? 

cial resources and the NGO's capacity to sustain perpetual 
funding resources 

Notes: rniancial systems and procedures are covered in 
Chapter XII, "How to Manage Your Organization's FI NANCIAL RESOURCES 
Finances,'and personnel systems in Chapter IM"How 
to Better Manage Your Organization's Human RAISING FUNDS TO COVER OPERATIONAL COSTS 
Resouices 

Ideal- Fundraising from diverse sources covers the oper
ating budget, allows for venture investments, and pro
vides long-term stability 
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Adequate Fundraising from diverse sources covers the 
operating budget and plans are under way for longer
term fundraising strategies 

Weak. The operating budget is not fully covered and/or 
is dependent on one source of funding The NGO's effec 
tiveness is undermined by funding cnses 

Objective criteria 
* Does the NGO have dlfficultv covenng short-term 


operating costs? 

* Does the NGO have a one-year, two-year and/or
 

five-year strategy for funding opcrating costs? 

* What percentage of NGO funding comes from 


private sources?
 
* How many funding sources does the NGO maintain? 
*What percentage of operational funding is kept in 


reserve? 


Notes As part of financial self-sufficiency, ideas for 
fundraising are included in Chapters V - XI Concentrate 
on the ideas for raising unrestricted funds to cover oper-
ating costs as a cntical way to maintain core salaries and 
long-term viability 

RAISING FUNDS TO COVER PROJECTS/CAPITAL 

Ideal: All projects have long-term financial plans and 
sufficient funding has been raised for current oblectives 
as stated in the management plan 

Adequate. Funding has been raised foi short-term pro-
jects to achieve management goals, and plans are estab
lished to attain medium-trm security 

Weak Project related funding is lacking and there is an 
inability to meet management goals 

Objective criteria 
* Are management plans in place for all major projects? 

Are long-term funding suategies included? 
* Is there a strategy for selecting appropr!ate 

dono s/funding sources for specific projects? 
* Describe your donor base or project funding Are 

you deper.dent on one particular source of funds? 

Notes- Chapters V-XI emphasize numerous types of 
fundraising opportunities To the extent that an NGO 
can tap into numerous donors for funds, the projects 
will be more financially stable 
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LOCALLY BASED SELF-SUFFICIENCY 

Ideal More than 50% of opeiations costs are covered 
through local self-sufficiency ventures, membership and 
endowments and an additional 25% for capital or pro
jects from local sources 

Adequate- Local self-sufficiency ventures have been mi
tiated and are increasing to provide more than 25% of 
operating budget and at least $50,000 for capital or pro
jects 

Weak- Self-sufficiency ventures are untficd or unsuc
cessful in raising operational income 

Objecilve criteria
 
What percentage of your operations costs is
 
raised locally?
 
What percentage of project costs is raised locally? 
Do you have a self sufficiency plan for attracting local 
funding' What percentage of funding does each of 
your projects provide? 

Notes Aside from the importance of tapping into 
numerous sources of funds, it is worth noting that tap
ping into national donors for projects also increases envi
ronmental awaieness and support for long-term conser
vation programs The Conservancy particularly encour
ages raising funds on a national level for that reason 

LONG-TERM FINANCIAL PLANNING 

Ideal The NGO is establishing trust funds, debt-for
nature swaps and/or Global Enviionmental Facility 
funds to ensure long-term protection possibilities 

Adequate. There is an effort to conceive and mediate 
trust funds, debt-for-nature swaps and othei long-term 
financing arrangements 

Weak There is no involvement in national level discus
sions abou long-term environmental financial mecha
nisms 

Objective criteria: 
* 	Has your organization established a long-terra 

funding strategy? 
* Is your organization invited into national dialogues 

on debt swaps, trust funds or other long-term financ
ing mechanisms? What role have you played' 

- What percentage of funding is covered by these 
mechanisms? 



Notes: This manual does not, as yet, include a chapter 
on long-term financial planning 

FINANCIAL ADMINISTRATION 

Ideal The NGO has excellent cash controls for payables 
andi receivables and a clear understanding of the pro-
gram's financial health There are established budget 
processes and regular audits 

Adequate Financial administrative controls are in place 
without a systematic office procedure Improved budget-
ing processes and regular audits are needed 

Weak Financial reports are often incomplete and there 
are no cleai office procedures for handling payables and 
receivables 

Objective citeria 
* When was your last eternal audit? 
* What type of accounting system is in place? 
* Is your financial system computerized? 
* Isa current Balance Sheet available? 

Notes Judith Towle of the Island Resources Foundation 
kindly allowed us to duplicate her work, "Fiscal 
Management for Non-Governmental Organizations," in 
Chapter XII, 1 low to Manage Your Organizational 
Finances 

FINANCIAL REPORTING 

Ideal The NGO compiles excellent and timely financial 
reports for donors, the Conservancy, government and 
other groups 

Adequate Th2 NGO is usually timely and does an ade-
quate job of reporting 

Weak: The NGO requires major prompting and still 
delivers inadequate reports 

Objective critena 
*Were financial reports complete and submitted 

on time? 
* Did the reports ha- e appropriate invoices and 

tracking mechamsms? 

Notes. Reporting (both narrative and financial) is cov-
ered in Chapter V,"Fundraising Strategy" More details 
on financial reports are also included in Chapter XII, 
"How to Manage Your Organizations Finances" 
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The long-term effectiveness of NGOs hinges on their abili
ty to generate funding for their projects and operations 
You must be able to market the important work you are 
doing, persuade others to regularly contribute and create 
your own income-generating prolects if you are to suc
ceed Hlowever, even NGOs with sufficient funding can 
get into senious trouble if administrative, reporting and 
auditing pro _edures are not well established 

The last section is also of major importance to the 
long-term eflecti 'ss and reputation of an NGO The 
NGO's ability to wc - well with a series of other orgam
zations, conservation NGOs, government ministries. 
multilateral banks and community gioups is an indica
tion of its strengths and convictions While the ability to 
"work well with others" is a relatively subjective area, all 
of us are aware of situations where our effectiveness or 
reputation have been compromised because we could 
not establish satisfactory commumications and agree
ments with other organizations In the "Notes" section 
below, the woi king hypothesis of the Conservancy is 
included LO clarify why these issues are considered 
important The Zenger-Miller skills mentioned in 
Chapter IV "How to Better Manage Your Organization's 
Human Resources," are also extremely effective for use 
in multi-organizational relationships a 

LINKAGES 

Phe Conservancy prides itself on being an o-ga
nization whose success is largely due to a con
certed effort to work in conjunction with a 
range of agencies in the private and public sec

tor The ability to incorpoiate the often divergent interests 
of pnvate and public groups, with goals ranging from 
conservation to development, has allowed for success and 
strength that, working alone, could not have been accom
plished We offer the following critena as standards to 
aspire to, not as mandatory rules for every organization 

COOPERATION ON STEWARDSHIP 

WITH GOVERNMENT BODIES 

Ideal: Cooperative land protection and management 
programs between the NGO and public agencies and 
other private groups exist 

Adequate Formal mechanisms are in place for a num
ber of areas of joint land protection and management 
collaboration Relationships with public agencies are rel
atively good 

Weak' Tension, are fiequent between public agencies and 
the NGO and little effective collaboration is taking place 
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Objective criteria: 
"Is there a currnt Memorandum of Understanding 

(MOU or contract) between the NGO and host 
government land protection agency? 

"Are regular meetings scheduled between the two 
organizations? 

" Is information shared systematically between the 
two organizations? 

Notes Productive relationships with other groups, par-
ticularly government ministries, are cntical to develop 
in-country capacity and commitment to the protection 
of natural areas 

COOPERATION ON NEW 

SITE PROTECTION WITH PUBLIC AGENCIES 

Ideal There is cocpeiation with international, national 
and local land management agencies to protect high
quality sites-at least two high priority sites have 
received improved protection status with the NGO's 
assistance 

Adequate: Cooperation with pubic agencies is good and 
the NGO is respected for knowledge about given sues 
One high-prionty site has received increased govern-
ment support 

Weak: The NGO is not collaborating with public agen
cies in setting site prionties 

Objective cri ena" 
* Is information provided to key government agencies
 

on important biodiversity sites? 

* Are policy positions available from and distributed 


by the NGO? 

* Is theie a delegated person who mees regularly with 

regional, national and international players? 

Notes. A working assumption of the Conservancy is that 
conservation NGOs can promote new areas of high bio-
diversity for site protection through effective collabora
tion with government land agencies 

PUBLIC REI ATIONS 

Ideal- The NGO's accomplishments and mission are 
known to the informed public and key decision makers 
It is highly respected as a leading conservation entity by 
these groups 

Adequate: The NGO has intermittent contact with key 
decision makers and has forged limited access to the 
public 
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Weak- The NGO has done little to promote its activities 
or conservation in general to key decision makers and 
the public 

Objective criteria: 
Are solid promotional matenals developed 
and distnbuted? 
Are regular updates, newsletters, news articles, etc, 
distnbuted to key decision makers to keep a high 
profile? 
Are regular meetings est lished and have key 
decision makers been inited to the sites or other 
activities? 

Notes The working assumption is that to generate 
support for conservation progiams, strong public 
relations skils aic needed 

NONGOVERNM[NTAL SECTOR SUPPORT 

Ideal- The NGO works in close partnership with other 
international and national NGOs and has played a lead
ership role in promoting NGO visibility and the success 

of the environmental agenda 

Adequate- The NGO works with other international and 
national NGOs and is a member of NGO networks, but 
has not played a leadership role in promoting NGO 

coalitions and projects 

Weak: The NGO does not have a history of working 
with other NGOs and/or is treated with mistrust and 
suspicion by other members of the NGO community 

Objective criteria 
Is the NGO a member of a coalition organization' 
Is the NGO seen as a team player, supportive of 
the distinct ioles of other organizations? 

Notes: Aworking assumption is that no single NGO can 
tackle all of the conservation needs in a given country 
and that collaboration and mutual support are needed 

Additional aspects to the linkages process can be includ

ed such as Does the NGO work well with local commu
nity groups around protected areas? Does the NGO have 
a legislative platform and is it working on passage of key
environmental provisions? However, all of these are 
dependent on the projects and piograms that any con
servation NGO tackles Nonetheless, the issue of being 
able to work effectively with other groups is clearly 
important for the future success of all NGOs and the 
conservation movement 0 
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CONCLUSION
 

T his chapter provides a way to determine key 
areas of NGO strength and weakness While 
some performance areas are difficult to assess 
and somewhat subjective, the objective criteria 

p~ovide questions that are easily answered in a yes/no 
format In addition, other chapters in this manual pro
vide in-depth guidance in many of these key areas of 
NGO performance As you and your staff assess your 
strengths and weaknesses, you can refer to subsequent 
chapters for ideas on how to improve given areas Good 
luck in undertaking this type of ai alysis and we hope 
that this information will provide ins;ghts, examples and 
step-by-step guidelines to help you strengthen your 
NGO to be ever more effective in carrying out conserva
tion programs a 
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INTRODUCTION 

N ongovernmental organizations (NGOs) are 
under constant pressure to develop plans 
fundraising plans, a.,nual plans, strategic 
plans and park management plans I .,not 

surprising, therefore, that the mention of the word 
"plan" can cause eyeballs to roll Nonetheless, a plan is 
the only proven way to allow an NGO, or any othei type 
of organization, to develop concrete and organized activ-
ities A plan obliges an NGO to develop goals and objec-
tives that will help it face both current and future cha!
lenges 

The Nature Conservancy has encouraged and assist-
ed partner organizations with the planning process by 
offering technical assistance, financial support, work-
shops and courses The Conservancy itself has also been 
undergoing an extensive international strategic-planning 
process since 1992 

The contents of this chapter combine "common wis-
dom," the Conservancy's and its partneis' expenence, as 
well as academic writings, to proviue an overview of this 
subject The chapter's objectives are to enable the reader to 

1 Know and understand the theory behind planning
2 Understand the fundamentals of planning a-, 


used in the Program Planning Model (PPM) 
3 Learn to apply the PPM to identify the key 

program objectives 
4 Use this chapter as a guide for planning 

This chapter provides tools and techniques that are use-
ful for both strategic and operatonal planning The 
actual examples refer mainly to stiategic planning that 
deals with the effectiveness of the whole organization, 
including its mission, competitive niche and success 
over the long term Strategic planning defines future 
directions by determining areas where the organization 
has the gratest strengths and opportunities for success 
"Strategic planning forces you to define a point of arrival 
and a way to get to this point, keeping in mind interven-
ing factors Strategy is the way to obtain what you are 
seeking because it determines which resources you need 
to be successful' (Ospina, 1992) "Strategic planning 
leads to decisions which affect the future of the organiza-
tion This process helps clarify the mission and objec 
tives by revisiting the progiams and activities of the 
organzation" (Hanna,1985) 

Operational planning focuses in more detail on the 
programs and projects that must be undertaken to com-
plete the stiategic plan For example, if an organization's 
strategic plan indicates that a biological monitonng pro-
gram is necessary to achieve its mission, an operationalgram 
plan would answer such questions as What needs to 
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take place to create the program? Is new staff needed? 
Has baseline data been collected? Is funding in place? 
Operational plans focus on needed activities th-t move 
an organization smoothly from one project to another 
within a relatively short tiae fiame 

This chapter is presented in four sections the first 
section offers a glossary to claitfy tei mmology, the sec
ond covers the theory behind planning, the next pre
sents the Program Planning viodel (PPM), and the 
fourth section refers to additional planning tools that are 
particularly useful in strategic planning 0 

GLOSSARY 

requently, when the planning process is under 
L Rway, philosopical debates erupt over the meanb !tgof words such as "mission," "objective" and 

1 "goal "False assumptions and vague definitions 
often undermine otherwise-successful planning sessions 
For this reason, a glossary is provided to clarify the way in 
which the terms are used in this chapter We recommend 

Mission 	 The principal reason for the organization's 
existence It is also adescription ol an 
ideal state that can (or cannot) be accomplished in its totality The final result that 
the organization works towards 

Goals Adescription of an ideal state in thc eso
lutiun of a particular problem Goals are 
a set ol objectives that is the end product 
of a program 

Objectives: The finality of aproject Va ious objec
tives contribute to the accomplishment of
the goals and mission of the organization 
The objective is measurable apd indicates 
whep to terminate an activity or project 
and initiate another 

Program: 	 Aset of planned activities and projects 
directed towards accomplishing the goals 
and the mission of the organization

Project. 	 Aset of activities geared toward the
attainment of objectives that contribute
 
to the success of programs and goals
 

Activities: Actions taken to meet project objectives
 

PPM: Program Planning Mode
 
Plan: Aset of decisions aimed at reaching a
 

desired future and serving as a guid_ for
 
immediate decisions It includes a full
 
definition of mission, goals, obje tives,
programs, costs and projects to be imple
mented in a pre-determined time period
 

Strategy: The means by which the organization
 
will undertake activities, projects and
 
programs to attain its objectives, goalsand mission 



that you develop or identify your own glossary to clarfy 
terms before undertaking a major planning process 

These rather circular definitions are in hierarchical 
order to further clarify the way in which we are using 
the terms a 

THEORETICAL CONCEPTS OF PLANNING

B efore beginning the planning process, it is 
Important to reflect on a few questions Even 

though these questions appear obvious and sim-
pIe, they serve as a guide to know how to prop-

erly begin the planning process 
* 	Why plan? 

When should we plan? 

Who should do the planning?
 
Foi whom or foi what are we implementing 

programs? 


WHY PLAN? 

We have all developed a thousand reasons why not to 
plan A surve of Conservancy staff yielded the most fre-
quent responscs 

Planning is not easy-there is no tried-and-true 
format to follow 

* 	It takes too much time, which I don't have 
* We have to do something now, not pl'n for the future 

It won't be useful 3 months from now, because 
we can't predict the future 

While we recognize that planning is difficult, at the same 
time, the old Spanish saying "There is never a good 
wind for a sailor who sets no course" is particularly 
true for NGOs If your organization is constantly 
involved in crisis work, shows little accountability for 
results ovei time or finds that staff are ovemlapping or 
,vorking at ciosspui poses, then the time has come to 
start planning For conservation NGOs, the speed of 
changes in the environmental field, the possible loss of 
institutional identity, the potential arrival of large 
amounts of funding and future uncertainty because of 
politi.al changes are important reasons to undertake a 
plqining process 

Planning is important for conservationists, it estab-
lishes the guidelines and alternatives needed to achieve 
their goals and objectives (Garcia Kirkbride, 19Q2, 
Ripley, 1987, Miller, 1980) Equally important, good 
planning allows managers to recognize wheie to avoid 
investing limited resources, time and energy As an addi-
tional incentive, solid plans are essential for successful 
fundraising for conservation and research programs 

Ri ',OUR( I , I OR SUC( I S, 1993 

Plans also serve to analyze both the successes and 
failures of a program and to gude decisions Planning 
allows you to choose from amcng different alternatives 
by determining which offers th,' best chance for success, 
given budget, personnel, time a&mo structural limitations 
(Ripley, 1987) 

WHEN SHOULD WE PLAN? 

"Agood plan today ns better than a perfect plan
tomorrow" 

In conservation there are many variables and situa
tions that affect the organization, so there is a need to 
plan continuously Theoretically, an optimal moment to 
plan does exist (Miller, 1980), and that is deternined 
by both internal and external factors of the organization 

Examples of internal factors 
* 	 Are key staff, board and stakeholders available to
 

participate in a planning process? (analyze, time,
 
distance, money, commitment)
 
Is the necessary information available to do a thor
ough analysis of the organization's strengths and 
weaknesses? 
Are key new personnel being brought on board in 
your organization that can provide new vision and 
skills for alternqtive programs? 

Examples of external factors
 
Has another organizai.on established projects similar
 
to yours that force you to establish a clearer competi
tive niche?
 
Has a new government been elected that will pass
 
legislation detrimental to the national parks you have
 
worked to protect?
 

Analysis of these factors will indicate whether it is a 
good time to unc-rtake a strategic planning process or 
better to wait a bit Obviously, putting off the planning 
process "until all conditions are right" will mean your 
boat will continue to blow in the wind and your ability 
to protect biodiversity will be limited 

WHO SHOULD DO THE PLANNING? 

Staffers directly involved in implementing a given pro
gram should be included in operational planning 
However, a much larger number of an organization's staff 
and board should participate in the strategic-planning 
process First, It is extremely important that the execu
tive director and the president of the board of directors 
understand and agree to the strategic-planning process 
Others who should be included are board members, 
administrative advisors, program managers, other key 
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staff, donors and possibly consultants Remember that 
planning is a multudisciplhnary process that should be 
collaborative and participatory Even though the direc-
tors make the final decisions, a multidisciplinary focus is 
essential so that a made ( fai considered and theyre 
beseiso at allpitof are co res, 1981, he 
Millet, 1980) 

Brainstorming to identify-st,'ke holders early in the 
process can be helpful to ensure that key perspectives 
are represented in the strategic-planning process You 
should consider the participation of politicians, scien-
tists, professionals, pnvate citizens and others who 
might be affected by the program It is often important 
to include potential opponents to your projects or your 
organization, to be sure you understand their perspec-
tive and can establish better working relationships 
through the plans Within the organization, you saould 
try to incorporate all levels of management in the plan-
ning process and keep all personnel informed about the 
process and its goals (Miller, 1980) 

FOR WHOM OR FOR WHAT 
ARE WE IMPLEMENTING PROGRAMS? 

Is important to clearly identify the goal and beneficiaries 
of the plan Is youi goal to protect biodiversity, meaning 
that flora and fauna are the major beneficiaries? Do you 
define conservation as only protecting species of eco-
nomic utility? Are you protecting the watershed that 
supplies all the potable water to the capital city? You will 
need to identify your program's possible users, beneficia-
nes or those otherwise affected by it To summarize, an 
organization should be clear about the potential impact 
of its programs (positive and negative) on distinct popu-
lation groups, and, to the extent possib-, set up mecha-
nisms to have those groups included in the planning 
process 

THE RESULTS OF PLANNING 

Planning is a continuous process of searching for alter

natives that help you decide which actions you should 
take (Ripley, 1987) Clearly, planning provides guidance 
for an organization to stay focused on its objectives 
Planning allows an NGO to 

take advantage of opportunities to fulfill its objectives, 
* correct weaknesses in the institution and its programs, 
* decline opportunities that are peripheral or not 

related to its goals, 
* market itself by being clear about its mission, 

strategies and objectives, 
* undert U.e new programs and projects with the full 

support of staff, board and others who have participat-
ed in setting the direction of the organization i 
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PROGRAM PLANN ING MODEL 

model is a simplified representation or 
abstraction of some aspect of real life It mightA ln a)bephysical representation (a model air
plane), urban plans for city or a diagram of a 

program Amodel's usefulness is based in is capacity to 
simplify situations, allowing us to think more clearly 
about real-life relationships (Dye, 1984) The Program 
Planning Model (PPM) facilitates participatory planning 
and the clarification of goals and objectives It is helpful 
in developing programs with a high probability of suc
cess that aie appropriate to the areas where they will be 
implemented ((arcia Kirkbride, 1991) 

An excellent application of the Program Planning 
Model can be found in the ZOPP (Ziel Oric:itierte 
Projekt Planung) booklets of the GI'Z (Deutsche 
Gesellschaft fur Technische Zusammenarbeit) We highly 
recommend th it you contac, the GTZ effice, the German 
Embassy or wnte the following address to obtain their 
books
 

GTZ
 
Dag-Hanimarskjold-Weg 1-2, Postfach 5180
 
D-6236 Fschborn 1 bei Frankfurt am Main, Germany
Telephone (069196) 79-0, Telex 407501-0 gtz d 

An initial version of the PPM was presented "'yDelbecq 
and Van de Ven (1971) as a group process method for 
pioblem identification and program planning It was 
subsequently modified to its current form (Van de Ven 
and Koening, 1976) The PPM was chosen for this man
ual because it has a logical structure that is easily adapt
ed to different situations (see Chart 1) 

The main forus of the PPM is to provide a compre
hensive outline to (1) identify and define problems, (2) 
specify alternatives to solve problems md (3) select pro
grams The PPM assumes that problem identification is 
necessary before planning a program It is also based on 
the assumption that there will be changes in the organi
zational process and all alternatives should be explored 

PREREQUISITES FOR PLANNING AND EVALUAfION 

Prpare an agenda detailing the reasons for the planning ses
sion and the desired results (both general and specific), and 
distnbutt it to those responsible for the planning process 
(board, executive director) for review and approval This is 
often called the "Plan to Plan " Be sure to have the full corn
mitment of this group to carry out the planning process 
This stage should clanfy the tasks to be undertaken, roles of 
participants (consultative or decision-making), the schedule 
for the full planning process, the time requirements for par
ticipants, an explanation of the process and the desired 
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t r req u s i,s for 
Planning and Ib ilualtion 

PExample 

Pkoblem Exploraton 

Kn g ad 

the PeEaluaonaof 

Program Design 

Program Impleioe,=tion 

products Finally since some costs will be involved in con-
ducting a strategic-planning process, a budget should be 
prepared 

Be explicit from the beginning Establish clear and 
precise definitions for the terminology you will be using 
Distribute your own glossary if necessaryl The planning 
process depends on clear communication and under-
standing 

PROBLEM EXPLORATION 

One of the most important steps in the planning process 
is identifying and defining the central or priority prob-
lems Even though this appears simple, the central prob-
lem is often difficult to identify Problem identification is 
cntical for understanding and establishing clear program 
objectives 

For example, your organzation may decide that it 
wants to resolve or alleviate existing environmental 
problems You will have to analyze their causes and 
effects before forming the organization's goals Pe aware 
that clanfying causes and effects and stating a central 
problem can sometimes be a diffcult process Here are 
some potential problem statements 

200,000 hectares of the national park system have 
been deforested every year for the past seven years 

or 
Settlers set fires to establish agricultural plots in the 
dry season, which, when out of control, bum national 
park land 

The first is a more inclusive statement of the problem 
and provides substantial flexibility for how to respond to 
this crisis The second alternative is actually only one 
cause of the larger problem, and as a central problem 
statement may lock the organization into activities that 
do not fully attack all the causes of deforestation 
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Turning the central problem into a positive statement
then becomes the bas, for the organization's mission 

and goals This statement essentially descnbes the piob
lem as solved
 

The organization is committed to the preservation 
of our national park system 

Once the central problem is clearly stated, then brain
storm to investigate the root causes of the problem Keep
 
asking why to get to ever deeper root causes 

C uCausese

Agricultural fires spiead into piotected national 
forests, destroying the park 

Root causes
 
Settlers are moving into forested areas and setting fire
 
to land to establish subsistence farm plots
 

Further root causes
 
Government law declares that "cleared" land is the
 
property of the settler, so the more that a farmer can
 
bum off, the greater chance he/she has foi establishing
 
land tenure
 

This process can continue indefinitely to focus on the 
root causes of environmental problems For both opera
tional and strategic planning, It is useful to take the 
causes of the cential problem and put them into positive 
statements (problems solved) to develop program goals 
and project objectives 

Example 
The program will work to amend the legislation on 
land tenure to ensure greater land secunty for farmers 
and greater penalties for burning national parks 

While there are many approaches, such as the "Nominal 
Group Technique," questionnaires and interviews that 
facilitate the id-ntification of problems and goals, we 
recommend the use of the "Goal Tree" as a simple yet 
effective tool 

GOAL TREE 

This technique (also called Objective Tree) is used to 
define primary and secondary goals and problems as 
well as analyze causes and results of problems We high
ly recommend GTZ's ZOPP books to facilitate this 
process This technique enables you to determine which 
goals and problems your organization should pursue as 
well as those that are better left to other organizations 
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Follow these steps 
1 Make a list of problems (causes and results) and then 

put them into positive language to establish goals to be 
accomplished as part of your organization's mission 
Identify the organization's goals before you analyze how 
to attain them Let's say that ten goals are identified 

2 	 Next, rank each problem and its corresponding goal 
from one to ten, one being the most important 
Quantitative goals are usually ranked higher than 
qualitative ones 

3 Decde which goals are attainable and which should 
be organizational priorities Criteria for ranking the 
goals can include (ZOPP) cost/benefit analysis, avail-
ability of resources, complementarity or competitive-
hess with other organizations Suppose that among 
the ten goals there are four that take priority over the 
others These are called the primary goals (PG) on 
whose achievement the success of the organization 
rests The other six are secondary goalt, (SG) The two 
pnncipal branches of your tree-the primary goal 
(PG) branch and the secondary goal branch (SG)-are 
now established Each branch should be analyzed sep-
arately to determine how each go %ill be achieved 
and which stra, 'gies will be adopicd Some of the SG 
can be pursued by other organizations 

4 	Analyze how you will gauge success and evaluate the 
achievement of each goal 

5 Review the goals to make sure they are well written 
and clearly defined and that they have a cause-and-
effect relation to the problem If, in the final analysis, 
the goal will not solve the problem, then you must go 
back to step one 

Remember that the planning process is cyclical and con-
tinuous Repeat this step as many times as necessary 
Clear goals should be directly linked to the solution of 
the defined problem 

Construction of a Goal Tree is an initial step for clan-
fying your goals If you are interested in more sophisticat-
ed processes, there are various computer software pack-
ages that help with project management and critical 
analysis They are Harvard Project Manager, Timeline and 
Gantt Chart However, we recommend that before using 
any of them, you use the aforementioned techniques to be 
sure that you have a clear idea of the data to input 

UNDERSTANDING/ANALYSIS OF THE PROBLEM 

This phase includes an analysis of the problem that is 
deeper, more systematic and more technical In many 
situations, it is necessary to identify experts and scien-
tists inside and outside of the organization who arc con-
sidered knowledgeable in the areas defined as primary 
goals These specialists are often the ones who will be 
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responsible for implementing the program, so it is essen
tial that they contribute to the program's design 

Review existing literature, bibliographies and refer
ences that discubs the pioblem Where did the problem 
onginate? What is its magnitude? What references are 
available? Are there similar projects that have tackled 
similar problems? Try to compile and analyze past expe
riences, identify the present level of knowledge ond pos
sible solutions or program alternatives This and the pre
vious step are very closely related, so that once you have 
identified and investgated the problem, you need to 
determine whether the goals have been appropriately 
identified or not 

It is important to note that this step is not about 
strategies, but about the formulation and identification 
of goals Astrategy is a way to achieve your goa!, since it 
dictates which resources and activities will be needed 
Miller (1980) mentions that many protected-area man
agers are more worried about strategies than about the 
formulation of goals when they begin the planning 
process 

In-depth analysis of the problem entails a structured 
and deliberate process that (a) facilitates the definition 
of the problem, (b) emphasizes those aspects of the 
problem that are of highest priority, (c) provides a means 
for many people to contribute their ideas, (d) increases 
the legitimacy of subsequent proposals and (e) creates 
an atmosphere favorable to positive responses from the 
administrators and beneficiaries of the program 
(Delbecq and 'Van de Ven, 1971) 

PROGRAM DESIGN 

Now that the problems and goals are clear, this phase 
examines the alternative programs available to reach 
those goals-the costs, benefits, sources of funding and 
the time it will take to implement each program 
Analyze alternative programs and define the action plan 
that establishes how, when, where and why the work 
will be done It is imperative to examine a number of 
potential alternatives for attaining your goals Each alter
native enails different levels of expenditure and income 
Some options arc far more costly than others, some 
involve more risk of failure than others, some have fewer 
programmatic difficulties, while others have similar 
costs but very different fundraising potential One of the 
most useful techniques to use in choosing appropriate 
piograms is a cost-benefit analysis (Delp, et al 1977) 

Once a program is designed, negotiations and 
adjustments are made, and the evaluation of the plan 
begins The final product is a proposal for an "action 
plan" that lists each component of the program, the 
activities, expenses, steps to follow and the time needed 
to complete it 
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EVALUATION OF THE PLAN 

COMPONENTS OF 
This phase completes the PPM cycle before program STRATEGIC PLANNING 
implementation begins The crtical question is Shupid 
we undertake this prolect? To initiate this phase, i is Mission/Objectives 
helpful to talk to peoplc who have participated in the 
previous planning pnases to review the planning process 
and ensure that critical ideas have been included 
Evaluation of the plan should include (1) evaluation of 

Determining 
Your Strategies 

the objectives, (2) evaluation of selection cntena and I 
(3) evaluation of the design Evaluation allows you to IE 
improve programs before they are implemented It is Strengths/ Selecuon of the 0p uities, 
also helpful to ask the following questions Weaknesses Appropnate Strategy Toreats 

1 Why is this program attractive to your organization? 
2 Is your organization capable of undertaking it? Evaluation 
3 Are there other organizations working on 

programs like it? 

CLARIFYING MISSION AND OBJECTIVES 
Finally, you should also identify the critena on which 
the program will be evaluated once implemented Once The clear definition of the organizatiois mission, goals
the program has been approved and implemented, pen- and objectives is the first step of strategic planning The 
odic evaluation is needed to answer the question Are definitions are then used as critena fo, selecting strate
you satisfactorily accomplishing this program? See the gies, programs and evaluation tools The missioi. is the 
evaluation section in this chapter under "Additional end result the organization is seeking We recommend 
Planning Tools" for more guidelines on establishing the Goal Tree technique as a useful tool to help ciarify
monitoring and evaluation criteria Evaluation allows an your mis,ion Examples of mission statements used by
organization to periodically revise its programs and various successful conservation organizations in Latin 
renew itself America are included below 

Once the mis3ion is clear, programs can be defined to 
PROGRAM IMPLEMENTATION integrate the goals, objectives and strategies to accom

plish the mission When choosing program areas, a 
Once the steps presented in the model have been taken, number of factors come into play (McMillan 1983)
then the prograr i or project is ready to be presented to a 
donor With agood plan, the probability of funding is EFFECTIVE MISSION STATEMENTS 
fairly high When funding is available, project imple
mentation begins Some programs should be implement- "The conservationof diversity and biological 
ed as pilot projects or initiated on a small scale to deter- wealth of Guatemala" 
mine problems and difficulties before scaling up Even -Defensores de ]a Naturaleza 
with the best plans, crises, unexpected events and break- "The Foundation,inspiredby Peru'sextraordinaryrichness 
downs will anse, but with a good plan, you can stay and biologicaldiversity and conscious of the dangersthat 
focused on the program's goal as you solve these prob- threatenits survival, has as its mission to act professionally 
lems A and responsibly within Peruvian society, fulfilling the tasks 

necessary in orderto pieserve the renewable natural 
ADDITIONAL TooLs resourcesfor the benefit of piesent andfuture generations" 
FOR STRATEGIC PLANNING -Fundacion Peruana para l,Conservacton 

de la Naturale aThe following tools are most often used for "Our mission isto provide an integratedapproach to the man

strategic planning, but can be usefully adapted agement of the naturaland man-made environment by direct 
for other purposes The strategic management action and wot king with citizens, businesses andgovernment" 
process encompasses three consecutive compo- -Jamaica Conservation and Development Trust 

nents (1) clanfying mission and objectives, (2) deter- "Protectand preserve biodiversity in Bolivia " 
mining your strategies and (3) evaluation -Fundacon Amigos de la Naturaleza, Bolivia 
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Cntena for internal attractiveness 
* 	Is the program congruent with the mission of the 


organization? 

* Does the program draw on skills existing in the 


organization? 

* Will the program shaie resources and coordinate 


activities with other programs? 


In addition, progiams should be appealing to an exter-
nal audience Examples of the types of criteria you 
should consider for program selection include 

Does the program have higa appeal to groups capable 
of providing currenL and future financial support? 

* Are measurable, reportable program results established? 
Do local people support or oppose the program? 

Examples of a few of the program goals selected by suc-
cessful conservation organizations follow Only one goal 
from the many pursued by each of these organizatlorLs iS 
mentioned 

"Promotethe establishmentof protected areas,their 
administrationand adequate management " 
-Defensores de la Natu aleza, Guatemala 

"The establishmentof a system to adequately manage 
protected areasso that these can serve the purposefor 
which they were created " 
-Fundacion Peruana para la Conservac16n 


de la Naturaleza
 

"Establishthe JamalcaNational Parks Trust to provide 
continuedfinancingof the operationsof a Park System 
-Jamaica Conservation and Development Trust 

"To establisha system ofprotected areaswhich representthe 

country's biodiversity,which is defined by land ordinances 
and whose operation is guaranteedfor the long term" 
-Fundac6n Amigos de la Naturaleza, Bolivia 

DETERMINING YOUR STRATEGIES 

To determine effective strategies, a three-part analysis is 
usually iecommended (1) analysis of the organization's 
internal capacity, (2) analysis of the external conditions 
under which the organization must operate and (3) 
selection of an appropriate strategy This analysis is often 

referred to as "SWOT" for strengths, weaknesses, oppor-
tunities and threats 

First, the strengths and weaknesses of aa organiza-
tion should be readily apparent with an analysis of the 
caliber, quality and quantity of resources such as person-

nel, finances and resources that exist within the orgam

111-8 THE NATURE CONSERVANCY 

zation (Hill and Jones, 1992) Ask yourself What are 
our major strengths and weaknesses? What must we do 
to build on the former and overcome the latter? 
Examples of types of attributes that should be analyzed 
can be found in Chapter II, "Measures of NGO Suc,.ess 

Second, through the analysis of factors external to 
the organization, opportunities as well as threats are 
identified These factors may be of an economic, social, 
cultural, demographic, environmental, judicial, techno
logical or political nature The more unstable the cxter
nal environment, the more the NGO needs planning to 
help make successful strategic decisions An analysis of 
similar institutions such as competitors and organiza
tions doing similar work in other locations, should also 
be performed Some examples of the external variables 
to be considered are included here (Ospina, 1992) 

These ideas are most useful if sorted into program 
categories (national park management, legislative action, 
etc ) and internal management categories (fundraising, 
personnel management, board of directors, etc ) It is 
then eacier to analyze the areas for growth and expan
sion of your organization 

Finally, based on your "SWOT" analysis, select an 
appropriate strategy After obtaining information from 
the aforementioned steps, make a synthesis of the orga
nization's strengths and weaknesses with the external 
factors, opportunities and thieats A matrix can be filled 
in for each program and soon a series of strategic alter
natives can be generated Each can be evaluated in rela-

PLANNING 	 WORKSHEET 

Strengths What are the Analyze What should 
major strengths we do to take 
of our orgam-
zatio;i7 

advantage of 
thcsc 
strengths? 

Weaknesses 	 What are our Analyze Vkhat should 
major weak- we do to over
nesses? coiie these 

weaknesses 

Opportunities 	What are the Analyze What should 
major opportu- we do to takenities that may advantage of 
be available to these opportu
our organiza- raties? 
tlon7 

Threats 	 What are Analyze What should 
the major 	 we do to over
threats our 	 come these 
organization 	 threats? 
may face?' 

( 
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EXTERNAL VARIABLES THAT COULD STRATEGIC MATRIX
 

INFLUENCE THE ACHIEVEMENT OF FOR SELECTING PROGRAMS
 

YOUR ORGANIZATION'S MISSION -

ECONOMIC: igh Low 
* inflation, 

fiscal policy, Alternative Coxerage Aher'ative Coverage 
tax deductions for non-profit organizations 

High Low High LowSOCIAL: 

education, 
* health, 0 Strong 1 2 5 6
* population, 
* employment fo. women 

Pot ITICAL: 

political stability El6 Weak 3 4 7 8 

CULTURAL. I 
. community participation is a high tie-in to the mission The decision-making 

JUDICIAL: gioup will have to analyze each potential program and 
naUional park legislation, decide whether the strategy will be to aggressively pur
land tenure laws, sue growth, divest quickly, work in collaboration with 
natland teureao ganother group, build strength in a new area or stay the 

course (McMillan, 1983) While it is difficult and often 
embarrassing to close down a program, if your analysis

SIMILAR INSTITUTIONS WORKING IN YOUR FIELD: indicates it is needed, you should pobably move aggres
* How many are there? 

Where are they located? sively to do so to limit the drain and diffusion of finan-

Are they governmental or private? cial and staff resouices 
SWhat do they do? Programs identified by the strategic plan should 

clearlyWhat are their policies? 

What section of rhe market do they contro? 1 Tie in directly with your mission,
 
What istercanpofheabt o e on o 2 Build on the skills and resources of the organization,
* What is their capability of expansion? 3 Ment a major investment of time and resources,* Where does their funding come from? 4 Be in program areas where your organization is 

competitive with or better than other groups 
non to its capacity to best meet your mission and goals 
(McMillan, 1983) For each program identify goals and objectives that can 

be assessed within a certain penod of time Each pro-
After the matrix is completed, identify which programs gram will also require a budget showing the resources 
best fit the profile needed to achieve what has been planned Objectives 

High Internat Program Attractiveness, and goals should be reviewed at least every three years 
* Strong Competitive Position, to ensure that your ship is still on course 
* Low Alternative Coverage Finally, the structure of the organization should be 

developed in response to the strategy The organizational 
This area (# 2 in chart above) is logically an area of high structure may need to be adjusted f new programs and 
potential growth as opposed to a program identified as objectives are established 
having Low Internal Attractiveness, Weak Competitive 
Position and High Alternative Coverage, which should 
probably be divested quickly (#7) This analysis also 
helps define opportunities for new programs-areas that 
no other group is addressing effectively and where you 
might want to build organizational strength (#4) as there 
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EVALUATION 

As with evaluation for all types of planning, the two fun-
damental questions are 
1 Sbould we carry out this program? 
2 How well are we carrying out the program7 

Before approving a program, revisit the matrix to ensure 
that the progiam is attractive to the organization (fits the 
mission, uses skills and resources well and is likely to 
produce concrete results), that you are in a strong corn-
petitive position (e g the institution has a strong tiack 
record, good fundraising ability, match of technical and 
organizational skills) and that you are competitively 
placed with regard to other institutions working in the 
same general area 

Oice you are clear that the program is a good idea 
and the evaluation of the plan is completed, ensure that 
evaluation criteria for implementation are established 
. Does every objective have specific measurable results? 
. Is it clearly stated who is responsible for what in 

your list of objectives? 
* Are the objectives realistic (plausible) and incepen

dent from one anothei so they can be analyzed
 
separately? (GTZ)
 
Is there a clear link between the objective and
 
resolution of the problem identified?
 
Do the costs correspond to the budget?
 

* What information will you need to collect as the 
project progresses to measure accomplishments? 

Once the program is under way, address the second 
major question How well are you cairying out the pro
gram? The evaluation should be based on how well you 
are reaching benchmarks for achieving the program's 
objectives When a long-term project is initiated, evalua
tion midpoints are determined to measure progress, 
make necessary changes or corrections oi, perhaps, 
adapt objectives In general, if the new program is exper
imental or very risky, it is necessary to know if the initial 
expectations are effective before making a major invest
ment 5 

CONCLUSION 

lanning is necessary for all NGOs It is essential 
in order to establish effective programs and 
obtain the goals and misio, established by the 
organization It must be emphasized that most 

program failures are caused by faulty planning Strategic
planning is particularly important becaUse it prepares us 
to make good decisions in ever-changing surroundings 

Even the best strategic plan canno, be successful 
without strategic implementation To develop these 
capacities, experience is required as well as the skills and 
tools mentioned in subsequent chapters such as 
fundiaising, personnel policies and financial systems 
A good plan is without doubt the best means to obtain 
funding, but you still have to know how to promote it 
and how to establish and maintain ha monious relation
ships with donors As you explore th :rest of the manu
al, remember, there is no better way to begin your pro
gram and set your NGO on a ,uccessful course of action 
than through planning 0 
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INTRODUCTION 

A n organization is most effective when the staff 
is highly motivated, teams are working 
together and communication is open and 
productive Frequently, however, as conserva-

tion NGOs grow in size and sophistication, increasing 
numbers of personnel conflicts begin to occur This phe-
nomenon seems based partly on a basic rule of human 
relations "The more people you put together, the gieater 
the chance of conflict," and partly on the difficulties 
inherent in maintaining clear communlcation as staff 
size increases At the same time, the most important 
resources an organization has are its human resources
all of the people, paid and volunteer, who carry out the 
organization's mission, objectives and tasks 

The key to managing others is clear communication 
One of the major theories about ctganizational develop-
ment is based on a series of questions put to business 
leaders Their answers indicated that, time after time, a 
lack of cleai communication was the major barrier to 
organizational effectiveness Planning came in a close 
second Communication, while critical in every busi-
ness, is paramount in the nonprofit sector for maintain-
ing staff morale and ensui ing maximum effectiveness 

The Training Department has increasingly been 
asked to provide guidance on how to resolve communi-
cation difficulties and Qevelop improved management 
tools In response, in 1992 we began training partners 
with the Zenger-Miller Frontline Leadership Program, 
described in detail at the end of this chapter In addition, 
we have offered occasional courses on personnel mat-
ters, including an important contribution from Enrique 
Amanlla of Fundacion Moises Bertoni during 
Conservation Training Week in 1993 For this chapter, 
this previous experience is called upon as are the human 
resource development tools of The Nature Conservancy 

As the Conservancy has grown from a less than 30 to 
more than 1500 full-time employees (and many more 
volunteers), our Human Resource Division has been 
charged with developing appropriate personnel policies
This chapter focuses on the Conservancy's experience 
with these management tools We hopc that future edi-
tions of this chapter will include more experiences from 
partner organizations, but at this stage many NGOs have 
not yet had extensive experience with their systems and 
are asking for advice on how to set up reliable personnel 
systems 
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There are many management tools thai encourage 
clear communication in the woikplace This chapter will 
focus on 

Personnel Policies and Procedures,
 
Job Descriptions;
 
Employee Objectives,
 
Employee Performance Appraisals, and
 
Zenger-Mtller Frontline Leadership Training.
 

We also offer recommended resources for working with 
the Board of Directors at the end of this chapter 0 

PERSONNEL. POLICIES AND PROCEDURES 

ne management tool that promotes clear 
communication is a system of clearly articu
lated personnel policies and procedures tht 
govern the hiring, compensation and man

agement of staff 

PERSONNEL POLICIES SHOULD: 

Reflect the organization's values,
 
Establish organizational expectations,
 

• 	Adopt standard business practices that are
 
recognized as effective,
 

• 	Set boundaries and limits on the institution's and 
the employee's conduict and behavior,
 
Stipulate positive and negative consequences
 
of behavior,
 

• 	Provide a framework for interaction, and 
• 	Comply wiih laws and government regulations 

Adherence to standard personnel policies and practices 
is essential to effective managerial performance The 
Nature Conservancy has developed a system of person
nel policies and procedures that govern the hiring, com
pensation and management of staff We recommend that 
every organization establish a set of pcrsonnel policies 

A SAMPLE OF THE NA FURE
 
CONSERVANCY'S POLICIES'
 

Code of Ethics,
 
Ecual Employment Opportunity Affirmatve Action,
 

• 	Grievance Policy, 
• 	Drug-Free Workplace Policy, 
* Policy on Sexual Harassment, 
* Smoking Policy, 
* Travel Policies and Procedures, and 
* Compensation and Benefits Policies 



___________Ri 

Each of these and other policies are available in writing 
and are distributed to all employees As new staff are 
hired they are given an Employee Notebook that includes 
all of the policies and are encouraged to read thei i and 
ask questions about them duiing otientation In this way, 
all new employees are immediately infoi med about cur-
rent policies and not only have written materials but have 
contact people who can clai ify any questions 

Policies aie useful wherever potenially controversial 

issues may evolve Partner organizations, such as 

Defensores de la Naturaleza in Guatemala, have devel-

oped policies governing vehicle use, and policies that 

spell out per dien rates and icimbursemnent for expenses 

while in the field These are aicas that can create Ieal-

ousies and conflicts, therefore, a clear set of policies is 

essential In addition, like the Nature Conservancy,
 
Defensoies has developed a code of ethics that states 

e\pliciily that employees are not only expected to obey 

the law in all ciicumstances, but that maximum integrity 

and honest)' are iequlecd Its policy diiectly states 
"We Ivill niottoletatt (mn eiplovee who obta. 's ?esultd by 

violatillg laws mi utliscI Itulou, bet'lllot " 

Policies communicate the values of the organization and
 
state e\actly what is e\pected froiu employees and
managers 0 

Jo B DE SCRIPTONIS 

A second management tool to clarify specific responsi-
bilities is a job description 

E VERY CO N S ER VANC Y 

JOB D ESCRIPT ION SHOULD 


1 Establish key job duties, which become the basis for 
perlormance standards and performance appraisal


2 Provide specific information forjob ( valuation 

3 Describe the nature of the work and the way the job 


fits into the organization

4 Act as a reciutnent and selection tool 

5 Support Equal Opportunity Employment and 


Affirmative Action 


An important characteristic of written job descriptions is 

so, R( i s i ','It I Q'193 

In the United Staies, job descriptions can use only
 
requirements that aie "bona fide Occupational qualifica
tions" (BFOQ) This is a legal terrn used in the imple
mentation of Title VII of the Civil Rights Act of 1964
 
and subsequent laws regarding Affirmative Action to 
ensure that job requirements will not be constructed to 
discriminate against minorities 

Most job "requiements" that pertain to race, color, 
religion, national origin, political affiliation, marital sta
tus, age, or sex aie not BFOQs and may not be consid
ered in the hiring process While similai legal require
ments may not exist in your country; thinking in these 
teims can help to ensure that you are not discriminating 
against a potential employee who may bring strong skills 
to your organization 

Procedure 
Job descriptions aie written in the office where the posi
tion exists and should be a joint effoit of the supervisor, 
peers and subordinates, the incumbent (if available), 
shared or second-level supervisors and sometimes vol
unteeis or co-workers 

A GUIDE FOR WRITING 

JOB DESCRIPTIONS 

Gather information about the job

Information sources include 
 interviews, or a written 
statement by the incumbent (where available) or thesupervisor, and job desciitions for positions that 
appear to be similar 

2 Organize the information and prepare a draft
 
Begin with drafting the "Summary of Position," since
 
it is the most all-inclusive section of the job descrip
tion When applicable, borrow language from exist
ing job descriptions of similar positions Spell out 
names of organizations, departments and equipment
the firsi tine they appear, then use the initials or 
acronym, in parentheses 

3 Revsiw the draft and submit a completed
 
desrnptmn A job description should be reviewed
 
by the Incumbent and circulated among joint
supervisors 

objectivity The goal is to describe a position, what is NOTES ON STANDARD FORMAT 
done and how Comments of a personal nature, oi those 
that are descriptive of personality traits, are ii elcvant We recommend the establishment of a standard format 
The writing style must be lucid and as brief as possible to facilitate the process, to ensure that all key informa-
Action verbs should be used and program jargon avoid- tion is always included and to train managers to thor
ed The format must follow a presciibed standard for oughly think through job duties and entrance require
uniformity among similar positions to be directly rele- ments prior to posting a position The Conservancy
vant to the job evaluation plan and applicable to the per- includes eleven critical pieces of information in each job
formance appraisal system dcscription 

ri1N Itr CoNm', .\ iV-3 
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Organization identification Job descriptions should 
be prepared on the letterhead of the office where the 
position exists The words "Job Description" should 
be centered below the letterhead 

2 	 Job title A title descriptive of the duties, f the posi-
tion should be used If the title is commonly used 
throughout the organization, the location for this 
pt5itton should also be given Note part-time and/or 
-fiort-term when applicable 

3 	 Title of supervisor and department 1he person 
responsible for selecting, training, and supervising 
the position If supervision is shared, all supervisors 
should be shown The name of an individual is not 
appropriate, as that may change 

4 	 Location The actual work site of the employee, 
showing the full name of the office and the city and 
state where it is located 

5 Preparer This should be one of the supervisors who 
has thought through the skills needed for the depart-
ment 

6 Date prepared This provides potential applicants 
information about how long the position has been 
open 

7 	 Summary of Position This is a brief paragraph that 
provides an overview of the position In two or thrf e 
sentences, it describes the role of this position as it 
pertains to the mission or program of the organiza
tion This paragraph should answer the questions 
What kind of wark needs to be done? What is the 
purpose of the position? What sp-cial knowledge, 
experience or skills are required? What degree of 
supervision or independence is characteristic of the 
working situation? With what groups of people does 
the job require contact, and what is the extent of that 
contact? Does the position include supervising any 
staff or volunteers? The last sentence should be "The 
[job title] is supervised by [title/titles] and supervises 
[title/titles] or 'no staff'" 

8 	 Duties List, in descending ordei of importance, the 
duties of the position The order may be determined 
by the importance of the task or the frequency with 
which it is done This list forms a key source of 
information for evaluation of the job and, later, for 
performance appiaisal Each pb duty should be 
expressed as an activity, using active verbs ("raise 
funds," not "fundraising', "maintain trails," not "trail 
maintenance", "file," not "responsible for filing") It is 
not 	sutficient to list "budget" as a duty What does 
the person do with the budget? It may be to recon-
cile, draft, or type The choice of action verbs in this 
case will indicate the level of responsibility 

9 	 Entrance requirements Objective information that is 
the basis for asses-ing, screening and selecting appli-
cants to fill the position Once again, the items 
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should be written in descending order of impor
,ance There are two major points io remember when 
writing these requirements they mut be ielevant to 
the duties of the job, -nd each requirement must be 
a (BFOQ) An example that meets these require
ments an advanced degree for , staff writer The 
requirement of a colcge degree tor most support 
positions is usdaily not a BFOQ and wil',l be subject 
to challenge by those who review the job descrip
tions 

10 	 Contact The full name, title, and address of the 
person who will be recruiting for this position 

11 	 EOE Statement "The Nature Conservancy is an 
Equal Opportunity Employer," appears on all 
Conservancy job descriptions 

SAMPLE JOB DESCRIPTIONS 

Following are samples of two actual job descriptions 
The first is a job annot ncement for a position with the 
Jamaica Conservation and Development Trust 
Advertisements that effectively summarize a job descrip
tion, such as this one, aie critical for attracting top can
didates 1he second is for Director of Finance and 
Administiation foi the Latin America and Caribbean 
Program of the Conservancy 

Jo B A N NO UN C EM EN T 
PROMOTIONS OFFICE 
Our client, an active, nonprofii organization in Kingston 
involved in promoting environmental conservation and sus
tamable development, seeks to identify aPromotions Officer 
Reporting to the Executive Director, the Promotions 
Officer will be responsible for preparing proposals and imii
ating/coordinating activities in suppoii of fundraising, clei

ing publicity materials and working with members ani 
donors to promote environmental ams This challenging
posiion should hold most inierest for those with a marketing 
and publicity flair and a desire to promote cn%ironmental 
protection issucs 
Candidates should 
* have a tertiary qualfiLcation in communications 

or marketing,
 
- have at least thrLc years' experience in publicity
 

or marketing,
 
- he familiar with computer programs and desk-top
 

publishing, and
 
•have gooJ communLcation and interpersonai skills 

The Compensation offercd is aimactive
 
Write in confidence, enclosing resume, to
 
Donald j Duff, Selection Sen ices, P0 Box 76, Kingston
 

Prepared by Peat Marwick 
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JOB DESCRIPTION 

Title 
Supervisor 
Location 

Director of Finance and Administration 
Executive Director, LAD 
Latin America Division 

6 Oversees Divisional office management activities including comput
er and equipment purchases and logistical support matters 

Date Prepared 
Preparer 

August 20, 1992 
Geoff Barnard 

Training 
1 Provides training to NGO partners (in English and Spanish), 

Summary 
The Director of Finance and Administiation is the 
chief financial and administrai ic offi.er of the Latin America Division 
(LAD) managing the Division budgeting process, monitonng and 
supervising all financial transactions and dLcsigning and implementing 
reporting procedures and formats for programs within the Division and 
to outside agencies Ihe Director pro%ides training in administration 

through regional workshops and individual in-country visit,
regarding overall financial management, personnel administiation, 
organizational objective-setting and monitoring, and AID general 
budgcting, procedures, cempliance issues and grant-specific 
rcquirement, and stipulations 

2 Provides in-house training for Division staff regareing contracting 
and repoiting proccduies and compliance issues 

and financial management issui s to NGO partners and in-hou-e staff 
In addition the Director coordinates support to all offshore 

LAD offices/stall, researchcs kgal and logistical needs and implements 
appropriate procedcires, supervs'sS and coordinates the design and 
impkcnnation of appropnate personncl policies and procedures for 
the Di ,iston, manages immigiation proccssing of forcign staff hired and 
deals with spccial personnel issucs arising from the international nature 
of thc Latin Amnca Di%ision vork force Thc Director/Administrator is 
supeRsisd I) th LNeeutts, Director lIe/she manages tlL 
Adnnmistrats cdeparIml n, supt r%sing thlOffice and Fmancial 
Manager, the C,rants I nancial Administrator and two Administrative 
SecretarIes 

Personnel 
I Formulates appropriate personnel policies, guidehres and proce

dures for recommendations arising from the international nature of 
Division peisonnel 

2 Oersees all pcrsonnel transactions for the Latin America Divilsion 
Coordinatcs recruitment process for ensuring Workforce Diversity 
candidae pool and review process counsels supervisors and staff 
regarling performance problems, trains D ison stalf on proper 
persontel procedures and policies, and coordinates annuol objec
tive-stting and performance appraisals 

3 Manages all immigration matters Prepares applcations for visas 
and contacts appropriate agencies for rencewal, e>tcnsion/chinges 

Duties 
4 Administers general relocation assistance foi TNC overseas assign

ments and visitig fcllows as needed 
rinancial 
I Prepares LAD budlgets Works msithDircctors in drafting initial bud 

gets, rs e,,Vsproposcd budgets, amLncls and drafts final core opcr-
ational ind program hudgets,(130 as of f Y93) 

2 Monitors incomc and expense,, throughout il eir Drafts month-
1)Cls isonal core actual/budget report Recommenrds changes to 
budget and/or implements (ost-cutting restrictions as needed 

3 Monitors and reports balan, of Di%iston-vide programs Pai ks in 
Ptl International Programs Fund, Tropical Conservation Fund 
Maitains spreadsheets tracks special allocations within the pro-
grams and pro%ides monthl repeorts for Management Committee 

4 Osersees fitiancial reporting on spcial donor grants signs off on 
quarterl) submissions ensurirg proper formats doccimentatton 

Entrance Rcquirements 
I Advanced degree in buiness management or related field and 3 to 

5 )ears of cxpericnce in the internation-il conscrvatton field in one 
or more of th, following areas nonprofit institutonal de' elopment, 
financ./accountng or a history of sciccessfcil program management 
exp~rient vith The Nature Conser ancy 

2 Excellent ,ommunicaton skills in English and Spanish, proven 
experience in preparing and delis -ring training presentations 
rcquired Portugucse or French desii ible 

3 ScceCssful management experience in international finance 
and persornnel, inclucng immigration, international benefits 
and ta'ation 

5 
and authorization 
Designs and monitors Di isrional financial reporting formats and 

4 Working knowledge of business practices, legal/logistical require
ments of cointrics in Latin America and the Caribbean desirable 

procedures Ic ensure proncr docunm ntaion aid acithorizatioti 
6 Coordinates all financmial transfers for oserstas partners and/or debt 

purchases Arranges banking logistics and proper ac, eunting 
7 Osersces auditing process forLAD grant programs Designs terms 

of refercet bids proLess and iplemlntation of folos'.-up proce-
durcs on sitc s%ith partners 

8 Ensures that accounting transactions for the D is.tm comply with 
proper fin'ntcal controls pohlcis and procedures 

5 Prosen ability to work independently and as member of a team, 
to coordinate and lead the efforts of othe rs by e'ample, results 
oriented, ability to work under pressure Excellent interpersonal 
skills and serisitivity to an ads isory role in dealing with partner 
organizations required 

6 Kno,%lcdge of AID general requirements and reporting procedures 
required Familiarity with TN,- s accounting s)stem desirable 

7 Ablit to maintain confidcentiality and demonstrate sensii. it),arid 

Administr.tive 
I Participates in Disisimn OLcy-settng, program design and project 

approsal 
2 Researches appropriate lgal/logistcal information for the support 

discretion in all aspects of work Proson ability to work effectiscly
in cross-cultural situation3 with a wide range of people of various 
econotitc and professional backgtounds in both the public and 
private sectors 

8 Willingi ess to trasel as required, in the U S and Latin America, 

3 

of TNC staff/offices In Latin America and the Caribbean as needed 
Implements procedures as appropriate 
"_oordinates support of LAD offshore offieLs/stalf Ensures funds 

9 
to accomplish objectives 
Demonstrated conmitment to conseration and the goals and 
programs of The Nature Consenanc) 

availabilit) resiesss monthl) accounting, monitors personnel and 
equipment purchasing support Contact 

4 Re%ie',vs LAD contracts proposals and agreemlents for prop( r finan- Paul Martin 
.ial pros istons, goseLrnment-imposed restrictions, budget feasibility 
and adherenct to[NC policies 

5 Assists in organization-std pohtcI sttiLg through partclipation in 
International ',traltgic Planning Working Group and International 

The Nature Consersancy 
1815 N Lynn St,Arlington, VA 
Tel (703) 841-5300 

22209 

Compensation Task Force and the design of modification:. )the 
organizational aLcounting s)st.m through th,.General Ledger Task 
Force and Grants Reporting Working Group Tin N,%i URI CONbLRVANLY i.sAN EQUAL OPPORTUNITY EMPi OYI R 
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EMPLOYEE OBJECTIVES 

ust as we set objectives to achieve our organiza-
tion's mission and goals, The Nature Conservancy 
believes it is critical to set individual objectives for 
employee performance Objectives give us a sense 
of direction, a definition of what we plan to 

accomplish and a feeling of fulfillment when they are 
achieved We provide guidelines for both managers and 
emplcyees, as objective setting is best done as a mutual-
ly agreed-upon process Objectives that the employee 
and the managers both agree to are far more likeiy to be 
achieved 

MANAGERS' GUIDELINES 

FOR SETTING OBJECTIVES 

Setting objectives transforms the planning process into a 
results-onented agreement that assigns responsibility 
and provides for accountability To employees, an objec-
tive is an agreement to focus limited resources on pro-
ducing critical results An objectwe provides a target for 
the employees work for a given period of time The 
employee benefits by knowing exactly what is iequired 
in order to succeed 

The Conservancy's guidelines for setting objectives, 

1 	 Objectives shoald support the corporate strategic 
plan, the operating unit's strategic (or annual) plan 
and the supervisor's operating objectives Operating 
objectives constitute an individual annual plan that 
must reflect organizational needs and priorities 
rather than personal preferences 

2 	 Objectives should be the product of dialogue 
between employees and supervisors, but supervisors 
are ultimately responsible for seeing that objectives 
mcet organizational requirements 

3 	 Objectives should be stated in a way that makes 
them measurable Doing so reduces the potential for 
debate as to whether or not they have been achieved 
EXAMPLE' Cultivate Board of Directors 
chair by helping to plan annual meeting, attending 
all Board meetings and accompa-nying him/her on 
ten fundraising calls 
INSTEAD OF Establish relationship with 
chapter chair 

4 	 Objectives should be reviewed quarterly and revised 
as necessary based on changing circumstances 
and/or re-ordered priorities, however, only the 
supervisor may modify them (or approve a change 
initiated by the employee) Both parties should 
review objectives at least quarterly to ensure that 
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progress is documented Managers need to articulate 
the importance of operating objectives throughout 
the year, otherwise employees may assume that they 
have been superseded by new priorities 
Modifications should be documented in writing to 
avoid confusion during performance appraisal about 
what was agreed to previously 

5 Operating objectives are not synonymous with the 
job duties delineated in the job description, but in 
some cases they may be Objectives translate duties 
into specific results Jobs that focus on providing 
ongoing services may not lend themselves ideally to 
objective setting, since in such cases the goal is to 
continue performing basic duties rather than to initi
ate special projects It lg possible, however, to taiget 
one or more duties for emphasis to reflect emerging 
needs or changing circUMnstarice 
EXAMPLE (for a receptionist) 
JOB DUTY Answer the telephone 
JOB OBJECTIVE. Answer all calls prior to the fourth 
ring, take clear and complete messages, deliver them 
promptly and cooperate with other support staff to 
ensure that no telephone in the office goes 
unanswered 
Also, special projects offer possibilities for goal-set
ting The need for a new file system or a renovated 
office suggests a goal for the employees involved, 
writing a manual or designing aw' effective procedure 
also constitutes an objective 

6 	 Anri,,al objectives should cover the full scope of the 
job and be related to the key areas targeted Annual 
Plan Objectives, Job Duties, Program, Finance, 
Human Resources and Personal Development Th.e 
number of objecti :es will depend on the position 
and the priorities identified Managers have the 
responsibility to focus objectives on organizational 
needs and to resist employees' tendency to eropha
size the elements of the job they enjoy or prefer 

7 	 Objectives should be listed in ordcr of priority so 
there is no doubt as to their relative importance It 
should be clear to an employee what the order of 
priority is and that he/she should apportion ime and 
other resources accordingly 

8 	 Consider limiting the number of objectives to fewer 
than ten to send a clear message about the need to 
focus The benefit of objective-setting is diluted 
when the list is long 

9 	 Objectives should be ambitious, yet attainable-in 
other words, realistic If either the supervisor or the 
employee sets objectives that are impossibly high, 
the iesult is likely to be failure that will set the pro
gram back and jeopardize the employee's enthusiasm 
and confidence CGr",ersely; employees should not 
be permitted to suggest objectives that are so low 



and easily attainable that achievement does not rep-
resent a challenge 

10 Whenever possible, objectives should be made pre-
cise, factual and specific Doing so ensuies clarity as 
to exactly what is required to achieve the objective 
EXAMPLE: Raise $50,000 in cash and $100,000 
in pledges of future gifts for stewardship 
endowment 
INSTEAD or. Raise funds for stewardship 


11 Every objective shou.lld pass the S-M-A-R-T test 

Specific - is it focused? 

Measurable - how will you tell if it's accomplished? 

Attainable - is it a realistic target? 

Resource-based - do you have what you need 

(funds, time, skills)? 

Timely - when will it be done for the greatest value? 

EXAMPLE Raise $20,000 for park guards' salaries by 

planning campaign kick-off for Novembe- with 

Director of Park Services and accompanying her
 
on visits to all bilateral donors
 
INSTEAD OF Raise funds for program 

EMPLOYEES' GUIDELINES 

FOR SETTING OBJECTIVESA 

At The Nature Conservancy, success is a function of 
planning effectively and performing well The process 
that links the two is objective setting Employees are 
expected to develop objectives jointly with their supervi-

S UG G E S T E D S 7 E PS TO 

SET EMPLOYEE OBJECTIVES 


Review duties in job description 
Consult with supervisor about needs and 
expectations 
Consider the following categories as applicable 
annual plan objectives, job duties, program objec
tixes, financial objectives, human resource objec-
tives, including commitment to diversity and personal development objectives
Draft obecives limiting the total to fewer than 10 
List in order of priointy 

. Apply the S-M-A-R-T test above 
* Discuss with supervisor, focusing on esources 


required 

Agree and sign 

Plan when to initiate each objective, develop calen-

dar 

Post in visible place 

Track progress periodically and report to supervisor
Discuss, revise or modify objectives as appropriate 
%kthsupervisor's approval 

Document achievements/progress on performance 
appraisal form 

Ri 'OUR(FS IOR St' CISS 1993 

sor in connection with two events-when the employee 
is hired (or changes jobs), and as pait of the annual
 
planning and budgeting cycle The achievement of
 
agreed-upon objectives is assessed in the performance
 
appraisal process at the end of the introductory period 
and, thereafter, during the annual review Performance 
appraisal, which focuses on objectives and the 
Conservancy's performance standaids, constitutc , he 
foundation for administering salary increases 

To develop sound objectives, employees need to be 
familiar with their program's annual plan and their 
superN isor's operating objectives 

By completing the objective-setting process,
 
employees will benefit by knowing exactly what is
 
required to succeed This helps ensure employee corn
mitment Employees have a say in how to accomplish
 
their work and mutual agreement on the parameters of
 
what is expected of them ,
 

EMPLOYEE PERFORMANCE APPRAISALS 

A 	 nother tool used to manage human resources 
is the annual employee appraisal 
Performance appraisal is the cornerstone of 

AThe Nature Conservancy's personnel system

It is an important process because it enables us to
 
achieve several goals
 

1 Assess performance and document achievements 
2 Reward employees commensurate with their 

achievements 
3 Build on strengths and target areas for improvement 
4 Provide information to help in making decisions 

about the employee's future with the organization 
5 Document deficiencies in case dismirsal is later 

necessary 

The Nature Conservancy has established the manage

ment and development of staff as a high priority by
assigning the highest possible value to this kind of work 
in the job evaluation system Supervisors find that per
formance appiaisal is demanding and time-consuming 
work, but our experience has been that it is well worth 
the effort Employees have a right to expect regular feed
back on their performance, and supervisors who expect
good performance will increase their chances of getting 
it if they praise employees who perform well and pro
.ide constructive feedback when performance falls short 
of expectations 

Performance appraisals assess our performance dur
ing the preceding year It is a time to receive feedback on 
good performance and input on areas for improvement 
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The appraisal process has two sides, that of the supervi-
sor and that of the employee Let's take a look at each 
side 

MANAGERS' GUIDELINES 

FOR PERFORMANCE APPRAISALS 

An important part of performance appraisal is the 
appraisal interview For maximum effectiveness, supervi-
sors are encouraged to prepare well, including taking the 
following four steps 

1 Study the employee's self-appraisal 
2 	Arrange the interview a week in advance, if possible, 

in order to give the employee the opportunity 
to prepare 

3 	Allow ample time for adequate discussion 
4 	Provide for pnvacy and prevent interruptions 

by visitors or the telephone 

Supervisors tend to approach the appraisal process with 
dread As supervisors we fear how others will respond to 
our feedback Consequently, we give the appraisal 
process a low pnonty and tend to put it off Performance 
appraisal should be an ongoing process and should not 
be confined to the annual completion of a form By com-
municating frequently or' performance, supervisors and 
employees forge productive working relationships A 
single error does not take on disproportionate impor-
tance, and supervisors are less likely to be unduly 
swayed by recent events when completing the form 
Many supervisors find it helpful to keep notes on perfor-
mance year-round that they can refer to during the 
appraisal process 

Praising employees for good performance is the 
pleasant part of performance appraisal, more difficult, 
but equally necessa.y, is being candid with employees 
about performance deficiencies This task is important 
for two reasons 

1 Since a major goal of performance appraisal is perfor-
mance improvement, employees must know where 
they are falling short of expectations 

2 If employees are either unable or unwilling to meet 
the expectations of the job, eventually dismissal may 
be necessary Without documentation ot performance 
deficiencies, dismissal is very hard to accomplish and 
could involve legal nsk to the organization 

In documenting performance deficiencies, it is impor-
tant to be specific and cite examples An employee may 
only be confused by being told, "Your attitude is a prob-
lem "A supervisor conveys more information by saying 
instead, "Your failure to call and tell me that you would 
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be an hour late created a problem because a messenger
 
arrived to pick up a package, and we couldn't find it "
 
The chances of improving a performance deficiency are
 
increased when the employee understonds exactly what
 
the problem is To make the process as successful as pos
sible, we recommend the following strategies for suc
cess
 

1 Avoid a "once a year" attitude Make feedback an on
going prccess Let employees know what they are
 
doing well and where they need to improve at every
 
opportunity 

2 	Focus on substance-duties, objectives, performance
 
requirements, achievements, companson between per
formance and expectations Be specific
 

3 	Be balanced, supportive, positive and motivating 
4 Learn how to give constructive feedback This skill is 

emphasized in the Zenger-Miller Frontline Leadership 
training mentioned at the end of this chapter 

EMPLOYEES' GUIDELINES
 
FOR PERFORMANCE APPRAISALS
 

Employees typically approach the appraisal process with 
anxiety and fear of cnticism As employees we tend to 
understate our performance To maximize your contri
butions (as an employee), you should 

1 Approach the appraisal with a positive attitude, deter
mined to benefit from the experience
 

2 	 Be prepared for your appraisal Participate actively in 
the interview instead of merely listening to the super
visor Ask questions 

3 	 Keep the discussion businesslike and objective 
4 	 Demonstrate your willingness to consider suggestions 

for improvement If constructive feedback is not 
offered, ask for it If you believe criticism is unfair or 
unwarranted, do not hesitate to correct the facts, but 
resist the temptation to be defensive or argumentative 

5 	 Request additional support or assistance if you feel 
you need it, and request follow-up meetings to discuss 
progress 

Focus on substaice--duties, objectives, performance 
requirements, achievements, the comparison between 
your performance and your organization's expectations 
Your goal should be to provide and obtain as much sub
stantive information as possible on your performance
for your benefit and your organization's 

Receiving praise for good performance is the pleasant 
part of performance appraisal, the more difficult, but 
equally necessary, part of the process is receiving con
structive criticism and discussing performance deficen
cies This part is important for two reasons 

VV 



1 Since the goal of performance appraisal is performance 
improvement, you need to know where you are falling 
short of expectations so that you may improve 

2 Employees who want to advance have to find out 
what will be required in the way of additional knowl-
edge, skill, and ablhty 

PEER AND SUBORDINATE APPRAISALS 

Based on experience, the Conservancy values the u.-e , f 
peer and subordinate input in the appraisal process a-.-.d 
therefore requires that all supervisors solicit feedback 
from others Objective information gathered from sever-
al people who have the opportunity to observe perfor-
mance is more likely to produce a valid appraisal than 
the observations and opinions of one person Staff mem-
bers realize the serious responsibility of helping appraise 
the performance of a colleague An employee may be 
asked to provide feedback about his/her supervisor and 
colleagues If your organization chooses to undertake a 
similar policy, we recommend keeping confidential the 
identity of those who provide such feedback, and 
destroying any information provided in writing 

THE NATURE CONSERVANCY 
PERFORMANCE APPRAISAL SYSTEM 

Ultimately, overall performance at the Conservancy is 
classified into one of the following five categories 

Performance Rating 4 Exceeded performance expecta-
tions and excelled in key areas 

Performance Rating 3 Met performance expectations 
and exceeded in key areas 

Performance Rating 2 Met performance expectations 
in key areas 

Performance Rating 1 Did not meet performance 
expectations in key areas 

Performance Rating 0 Place on probation 

Raises are set at a certain percentage so that all employ-
ees who rate a 4 might get a 6% raise while employees 
who are rated as a 1 receive no additional compensation 
Depending on the organization's budget, a cap is set on 
the percentage of salary increase that can be provided to 
high-performing staff 

Any employee who needs assistance with the perfor-
mance appraisal process should consult his/her own 
supervisor or another person within the organization 
who takes responsibility for personnel issues 
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The Nature Conservanc s Employee Performance 
Appraisal has three sections In the first section, the 
employee lists the objectives establihed for the current 
appraisal period Both employee and supervisor provide 
comments addressing the accomplishment of each 
objective Allowing time to read comments prior to 
meeting gives both the supervisor and employee time to 
prepare emotionally, identify points that need clanfica
tion and consider ideas on how to improve 

The second section describes the key requirements 
for accomplishing objectives The cnteria used for judg
ing each of these factors are included in the attached 
Employee Appraisal Form, as is the matrix that both the 
employee and the manager complete Additionally, 
employees and supervisors add comments on the perfor
mance requirements 

The third section of the appraisal is an overall perfor
mance summary Both supervisor and employee summa
nze the overall performance of the employee based on 
assessments in the first two sections 

Following is a sample of The Nature Conservancy's 
Employee Performance Appraisal a 

ZENGER-MILLER 
FRONTLINE LEADERSHIP TRAINING 

( everal times in this chapter we have referred to 
the importance of clear communication The way 
we communicate and interact with people is cnt
ically important People respond according to 

our actions toward them Just as children imitate their 
parents' behavior, people tend to imitate the values and 
behaviors they see commonly practiced around them in 
the organization Clear communication skills are critical 
for team building, employee motivation and organiza
tional effectiveness 

In 1992, the Conservancy began training colleagues 
and our own staff with Frontline Leadership, a training 
program developed by Zenger-Miller Inc At the time the 
Conservancy was growing exponentially, there was a 
high demand for training on the part of people who had 
been promoted into management positicis, and our 
strategic plan emphasized the development of staff 
capacity Seeing that many of our Latin Amencan and 
Caribbean colleagues were facing similar problems, the 
Training Department introduced the Zenger-Miller train
ing in workshops held in Jamaica, Bolivia and 
Guatemala Some of the organizations that participated 
then requested in-depth tiainig for their staffs Finally, 
modules of this training were provided to the whole 
range of partners at Conservation rraining Week in 
1993 The Training Department has concentrated on 
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EMPLOYEE PERFORMANCE APPRAISAL
 

Annual Performance Appraisal (Year Ending 
Twelve Month Introductory RLsiew 
Six Month Introductory Review 

Secion A 	Objectives for theAppraisal Penod Ending 

(Attach additional pages as necessary) 


Employee lists the objecttes estabhlshid for the current appraisal period loth employ-
ee and supervisor provid, Lommtnts addressing accomplishment of cach oblecti.e 

Objec~tse # I 
Employees Comments 

SupLrvisor s Comments 

Objective #2 
Employees Comments 

Supervisors Comments 

etc 

Section B Performance Requirements 
Attitude and Commitment to Work Demotstrates;, strong personal and profes 
sional comintmint to The Nature Conservancy and its mission Views job SUCCtssin 
terms of adsancing the Conseivancys mission Personal satisfaction comes from a Job 
well done Willing at tints to put work ahead of personal preferents Kieps abreast 
of trends and eents in the world of conservation in order to beknowlid eable and 
effective Seres as an advocate for the Consersani its mission and efforts on 1 pir 
sonalLvel 

Commitment to Workforce Diversity Performs w&o~kin support of tht 
Conservancy s Human Disersit) Vision Ptsitisel tonrihutes to a w4orking tnsIrot 
ment thit suppo-ts a culturally disersi Aorkforct Fot supcrisors InirtIsts orgint 
zatnonal workforce disersity 

Effectiveness as a Team Player Works oopiratis/ly md thoughtfully %kithothtr 
TNC staff and "olunteers Litaens well to vew,,,of others and supports their efforts 
Dimonstrates aconcern for achiesing the best progra n results rathir than d ft oding 
personal or departmental "turf Works iffLtir.el wth piopli who are diffitult or 
dimanding Adapts to ihange Allows othirs to succeid or get credit Cooptrates 
rather than competes wtth Uses courtesy 'd disLretin in dtilingiolleagues icti 
with others Offers when appropriate toassumi extra dutes during peak penods to 
ensure team success 

Communications Engigis in ckar and [ffics or il and writen conmmunication 
Uses bias free gender-neutral inclusise languagi in all oral and vritten tommunic I 
tion Demonstrates good sellig skills in dhaling ,ilth dtand outsidt ofpople tn 
TNC Accomplishes results within INC b)iflutn-ing others . id obtlmning ioopers 
ton of staff and solunteers Is a successful fundraiser or negotiator RLteS tin dialogut 
rather than directises Keeps others informed to reduct surpnss including protsid 
ing bad news when nectsary Communtats negatise feedback in a positnse wa) Is 
aicessible returns phoni calls promptly and nitiates contait is needed 

Initiative and Reliability Can be relied upon to assumi responsthilt) and pcrfornt 
duties without prodding InItires attlon as itided and follows through Abides bt 
corporate policies and procedures Resourceful resists beingdeterrid or distra.ted 
from goals does not offet or accept exiusis in lieu of results Punctual and regular in 
attendance Plans lease and secures approsal in adsance submits lease reports on 
time Does notabuse employee pnstleges or benftits 

Adminitstration Sets pnonitics will manages time cffctivefy so that routine proct 
dures ire not neglected in the etfort to achiLes major goals products timely work 
Meets dtidlints without sacnftming qualit) of work Assumis rtsponsibilit for cons 
quences If dudies atri ptrformd itnoril) incompleit ly or lateProsLtis e raIthr 
than reactr., hut reasonab> 	 ambigullOrganiztd comfort iHlt with Iliibilit 

Adapts to l anging nieds and ntv,circunitantts rathir than rtsisting changt
 
Const rss 1AC resourcL s and tncourigi s oil,
rs to do thi SIl 
Decision-making and Problem solving Fnf',Is in gatlit riig aiid an i zitg 
Information icnnt thinking and riskasskssmcntobtftrc making dIlisions soltS prob 

ems eflftetisl> stthout pr( duting iltViIis Lon,; quencts Considt rs prLtLdtits andguidints unit rnil and L Toll) '-i k, guld n1tand Lotn'.I front ippropnalti peopl" 
without dtitiston shopping MakiS sound dtitlsons in ,i tirld> Vt) ifit r githinng 

uffiLitvtinfomation inlad if dLii)ing dLt ion until ill inlonn iioi ata dl 

Management of StalTand Volunteers Rttrutis md s hitts ipphii mts homitt jo) 
rtcquiremi-nis dis eopS abhiliti through i fftlt iInmg lirkiis and skills of stIll ttr 
mance appraisal and tartir tounsing %korkswithin thtframissork of 'hit 
Constrn.an s ItumIn risourit pohiits and procidtits and miti dtidhnts 
Motisates implo)ts h) protding ftdbals on irngths and trcas for improsimint 
Reiognizis aihiestinis and proidis suptrssot) support it ordtr to miit program 
goals and objectnes 
Both tniployce and supt rs'sor Imult itt iltdegri of iLiomplilint ni of tafh require 
ment Mark an \ attilt pIILLon tilt hnt rtpri ,itlng ,our asstamt 
Use the follosing isirits stiion to slatorit tsdustric For an) rii nt 
ississed asneeding impbn c'in plea t Itif. and id tie icions to he taker.n 
l ostsieedCini01Ptiprorm itti stas 	 hl 


S'Ation C Osirall Pirformanie Summr 
1othi suptirssor and implo)tLe suntnrtzit the osetall pirformanie of the employce 
bIasedlOt aSSSsmI-nts in '.t"t(ons A anti B 

I mploi)i sOserall Commints 

Supurvisuirs Oirall Pirform il,itSummar) 

As U-ccllred I hase used piter and/or subordinate appraisals to conduct this 
pirformanci appraisal 

/
 

As rIquired I hase used petr and/or suhordinate appraisals to conduct this 

performance appraisal 

tltllelt,shg.tu-/l 

Sfliali/rilleReinlttll i Adin,,liieuIl itldI , ftrtmpioc R~tihesns 

EMPLOYEE ASSESSMFNT SUPERVISOR'S ASSESSMENT 

OF PERFORMANCE REQUIREMENTS OF PERFORMANCE REQUIREMENTS 
PERFORMANCE REQUIREMENTS 

IMPROVEMENT MET EXCELLED IMPROVEMENT MET LXCLLLED 
NEEDED 


Attitude & Commitment 

Commitment to Diversity 

Effectiveness as learn Player 

Communication 

Initiative & Reliability 

Admitnstration 

Decision-Making & Problem Solving 

Managemen' I 

NEEDFD 

I - I 	 I 

I I -

I 	 I 

I

IV-10 Ttii NATURF CONSERVANCY 

http:Constrn.an
http:iffLtir.el


core interpersonal relationship training to help focus on 
communication styles and issues Samples of courses 
offered include 

*Giving Constructive Feedback, 

. Getting Good Information from Others, and 

*Recognizing Positive Results 

Oncc NGOs have masteied these skills, more managerial 
training is offered to include courses ranging from 
supervising individuals to managing teams At the most 
sophisticated levels, courses on managing change and 
making an organizational impact are recommended 

The fundamental building blocks of the Zenger-
Miller program are the five "Basic Principles" that should 
guide our everyday interactions with others These pnn-
ciples can have a powerfully positive impact and build 
remarkably constructive relationships with others i he 
Five Basic Principles are reprinted here with permission 
from Zenger-Miller Inc 

I 	Focus on the situation, issue, or behavior, not on 
the person As managers, we need to let people know 
when work needs improvcment, when ajob is not 
being done correctly or when people are interfeiing 
with others doing their work Most people can accept 
questioning of, and even criticism, about their work, 
as long as they do not feel they are being personally 
attacked If we focus on the situation, issue or behav-
ioi we can give both positive and negative feedback in 
a way that will result in the listener's being less likely 
to feel defensivc and more likely to remain open and 
receptive to the information we convey 

2 	Maintain the self-confidence and self-esteem of 
others. People in your organization want to feel that 
you value and respect them as individuals How you 
treat people can cause them to lose interest, stop try
ing and drag down the performance of the whole 
team Maintaining the self-confidence and sell-esteem 
of others is cntical to getting good results and consis-
tently meetLng or exceeding standards Let each per-
son know how his/her contributions are valued Ask 
for the other's point of view Look foi ways to recog-
nize those things a person does well Take each oppor-
tunity to give thanks !or a job well done People with 
high levels of self-confidence and self-esteem tend to 
do their best to produce good results 

'-ronthni Leadership OMCMLXXXVI by ZAnger-Miller, Inc All inghisreserved 
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3 	 Maintain constructive relationships with your 
employees, peers, and managers Poor relationships 
make every job more difficult Healthy relationships can 
reduce stress, build teamwork and enable you to focus 
your energies on getting the job done Maintaining con
structive relationships means treating people as you like 
to be treated Deal with conflicts in a way that will 
make working with that person in the future easier, not 
harder Don't let small conflicts build Keep communi
cation pathways open Treat today's situations as oppor
tunities to build future successes together 

4 	Take initiative to make things better. It is our 
responsibility to deal with potential problems and pre
vent the costly results of "cnsis management " But tak
ing the initiative is more than just avoiding a crisis It 
means continually looking for ways to improve all 
aspects of our organization As you work, look for 
ways to improve products, services or communica
tions Whenever you sec a potential problem or an 
opportunity for improvement, take action 

5 	Lead by example. As a manager, your "actions speak 
louder than words " Your actions on the job-even the 
"little things"-are closely watched by others 
Successful managers use even the smallest opportuni
ties to set an example for others The success of an 
organization is the accumulated result of hundreds of 
little things done a little better by people who follow a 
positive leader's example 

Effective communication is neither accidental nor magi
cal It begins w, h the deliberate, consistent practice of 
these five Basic rnnciples Even if those around you fail 
to practice them, you are the one people look to for
 
leadership D
 

THE BOARD OF DIRECTORS 

learly, the Board of Directors is essential to the 
establishment and success of all NGOs The 
Conservancy is aware of the needs of many 
NGOs to strengthen their Board leadership 

Rather than developing our own training materials, we 
have been providing materials deveioped by the 
National Center for Nonprofit Boards While these excel
lent materals are available mainly in English, key chap
ters are now available in Spanish to assist NGOs with 
Board formation and management One of their books, 
Ten Basic Responsibilitiesof Nonprofit Boards, is particular
ly useful and a way of educating potential Board mem
bers about their responsibilities if they do not have pre
vious board experience 
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Use of these materials will help avoid problems 
encountered in many NGOs, such as 
1 Unclear division of responsibility between the 

Piesident and Executive Director 
2 Lack of Board involvement in fundraising or policy

setting 
3 Lack of clarity about how to look for and select new 

Board members 

Rather than wnting a chapter here that is not as compre
herisive as the work done by the National Center, we 
advise you to enter into direct contact with the Center 
Its address is 
National Center for Nonprofit Boards 
Suite 411, 2000 LStreet, N W, Washington, DC 20036 
USA Tel (202) 452-6262 Fax (202) 452-6299 * 

CONCLUSION 

T he management tools covered in this chapter 
are critcal to maintaining high levels of com

munication within an organization Effective 
communication is cntically important for the 

prevention and resolution of conflicts, and for maintain
ing high employee motivation Individuals perform most 
effectively when they are clear as to what is expected of 
them and how well they are performing The manage
ment tools presented in this chapter establish the sys
tems, procedures and recommended behaviors to pro
mote clear communication in the workplace They also 
lay the groundwork for establis ,ng an organizational 
culture that rewards exceptional performance and good 
teamwork and provides guidelines for employees to be 
successful v 
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INTRODUCTION 

T he Self-Sufficiency Project has emphasized the 

development of fundraising strategies for every 
NGO to increase financial self-sufficiency 
Fundraising strategies have not changed radi-

cally in the past two years, although useful tools such as 
acknowledgement processes and two-page concept papers 
have been added to this chapter Ruth Nornss original 
writing remains as the building block of this chapter wth 
new contributions from Enn Castelli and Beth Chung of 

the Latin America and Canbbean Program's development 
staff In add:tion, the Asociacion Nacional para la 

Conservacion de la Naturaleza (ANCON) provides a case 
study of an actual donor report, and parts of the Jamaica 
Conservation and Development Trust "case statement" are 
included to provide concrete examples of succcssful 
fundraising strategies 

Ncw that you have identified what you want to 
accomplish, and what financial and technical resources 
you will need to do so, you are ready to proceed with 
finding and obtaining those resources-people's time, 
goods, scivices and money Remember that the first 
three can be donated directly-never use your hard-won 
cash to pay for something that could just as easily have 
been donated' 

At this point you are probably facing the prospect of 
asking a lot of people for what seems to you like a lot of 
money To succeed at raising money to support your 
organization's programs, you will need a well-thought-
out fundraising strategy Your strategy will help you 
make the most efficient use of your time Itwill also help 
make your requests to donors clear, compelling and tar-
geted to their particular interests Most important, your 
strategy will help you make sure that you cover your 
fixed costs and your most urgent priorities, and take on 
additional projects only when you have the basic 
resources to support them a 

EIGHT STEPS TO 

SUCC ESSFUL FUNDRA ISI N G 

1 Planning Determine your funding needs 
2 Identification Make a prospect list 
3 Proposal Write your basic proposal 
4 Research Know your prospective donors 
5 Visit Cultivate prospective donors 
6 The Request Ask for a gift' 
7 Acknowledgements and Gift Processing 

Thank your donors 
8 Grant Tracking and Reporting 

Keep your donors ivolved' 

PLAN N I N G 
DETERMINE YOUR FUNDING NEEDS 

f you have piepared a strategic plan and budget, 
you know what your needs are If you do not have 
a plan and operating budget, start by preparing 
one Your plan should include the goals and objec

tives for your organization overall, as well as for specific 
projects Your potential donors will want to know, before 
they give, how their contribution will be used to achieve 
your mutual goals 

Even more important, you need to know what to 
request Take a look at your planned expenditures for 
the next year or two Are some needs more uigent than 
others? Can you separate which are "fixed" costs, and 
which could be cut down, or postponed, if necessary? 
Are some of your expenses covered by funds already in 
hand, or funds that have been pledged? What are youi 
total sources of regular income (memberships, T-shirt 
sales, etc )? How much do you need beyond what is 
coming in? Of this, which needs are most urgent? This is 
what you must ask for first 

You will find, as you begin to investigate prospective 
donors, that many of them have special interests, and 
will tell you that they generally prefer to give to projects 
of a certain type If you have your needs firmly in mind, 
you will be able to respond to those interests by pointing 
out how your projects complement them If your needs 
are not firm in your mind, you will probably find your
self "inventing" new prolects as you go along, to respond 
to the donors' interests-only to find, after you have 
raised a magnificent amount of money, that you still do 
not have enough to covei your basic needs A thorough 
knowledge of your program objectives, and what you 
need to achieve them, is a vital fundraismg tool 

Below is a sample form for programming your 
fundraising needs Plan ahead and project your costs for 
the next three years at least Do not do this on a yearly 
basis or you will always be trying to meet payroll' a 
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TOTAL COST 	 RAISED/ 
PLFDGED NEEDED 

Core Operating 

Costs (not chargeable 

to individual projects) 


Personnel 


Office 


Telephone 


Equipment 


Postage 


Travel 


Other 


Project Costs 

(conservation 

projects, membership 

campaign,
out reach/ed ucation
projects, etc ) 

PROILCT 1 


Personnel 


Office costs
 
Travel________ _____ __
 

Equipment 

Capital investments
 

Other 


PRoJFCT 2 (EIC) 

Total 

IDENTIFICATION. 

MAKE A PROSPECT LIST


N ow that you know what to ask for, whom are 
you going to ask? You need to be organized 

and strategic in your thinking Which would 
be a more efficient use of your time-finding 

1,000 people who could each give you $25 or finding 
50 people who Lould give you $500? Or could you, per-
haps, ask one peison for $10,000 and three for $5,000? 
Where are you going to find those people? 

Start with a brainstorming session Begin by making 
a list of everyone (individuals, foundations, corpora-
tions, clubs and associations) who has given you finan-
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cial support in the past Most of them should be 

prospects for additional support in the future Now list 
those who have an interest in your programs your 
members, your board of directors, prominent people
who have expressed an interest in cor ervation, people 
who visit natural areas, donor foundations that give to 
organizations like yours, and businesses that benefit 
from national park. and natural areas (travel agents,
hotels, outdoor equipment manufacturers) Also consid
er businesses that need to improve their "environmental" 
image (oil companies, mining companies, utilities), peo
ple who own vacation hones near national parks, peo
ple who are members of other conservation organiza
tions and scientists who do research in natural areas 

The idea is to make a list of people who have an interest 
in youi programs-whether they have realized this
interest or not' 

These are your prospects-your potential donors A 

successful fundraiser is always looking for new people to 
add to a prospect list, and there are many creative ways 
to do it Look at local and international newspapers and 
magazines Put up a guest book at visitor centers or 
hotels within natural areas, and ask visitors to sign their 
name and address Put up a display on national parks at 
your airport, with a card that people can send in torequest more information from you Ask travel compa
nies to share their client lists Many people are interested 
in national parks and natural areas-the trick is to find 
out who they arel * 

PROPOSAL:
 

WRITE YOUR BASIC PROPOSAL 

B 

efore you contact any of the people on your
 
prospect list, you will need to organize your
thoughts and be ready with written materials 
that descr.be the need for your programs, the 

objectives you plan to achieve, the activities that the 
donation will support and how you will neasure the 
success of those activities in addressing the stated need 
You do not want to have to start from scratch every time' 
If, as a result of your planning process, you have pre
paied a written 	plan and budget suitable for public distribution, you can use these as the basic proposal Its 

function is to serve as a "menu" from which your poten
tial donors may choose how to direct their support It 
shows how each pioject of the organization fits together 
in a coherent body of work 

At The Nature Conservancy, we have been using two 
types of pioposals successfully, the "case statement" and 
the "two-pager" The case statement serves to "package" 
our program activities with a unifying theme Successful 
case statements developed over the past few years 
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include "Jamaican Splendor The National Parks of a piospective donor It also comes in handy when 
Campaign," "Conserving Bolivias Natural Heritage," your donor requests a proposal on the spot during your 
"Conservation through Development The Siart Ka'an fundraising visit, or when you need to send an inquiry 
Biosphere Reserve" and "Fundact6n Moises Bertom The letter to a foundation As society's pace quickens, more 
Mbaracayfi Project," among others Sometimes we use and more foundations, corporations and individuals pre
the case statement to introduce a potential dono: to our fer the two-pager to tiit longer, more formal proposal It 
programs and find out which ones he/she might like to gets right to the point and tney can decide tight away
 
support Other times we use it instead of a pioposal- - whether it fits their interests
 
for example, when making a request in person to an You will learn more about writing proposals-both
 
individual, we go over the program in the case statement the basic proposal and specific pioject proposal-in
 
and then ask directly, "Would you considcr making a Chapter VII, "The Art of the Foundation Proposal" 
$10,000 donation to support this campaign?" When it is 
necessary to write a specific proposal, we use the case 
statement as an enclosure, to show how the activity in RESEARCH 
the proposal fits into an overall program Or we use the KNOW YOUR PROSPECTIVE DONORS 
"boilerplate" language from the case statement to con
struct the specific proposal ou have your program needs identified and 

For example, the Jamaican Consei vation and written in a basic proposal, and you have a 
Development Trust's "Jamaican Splendor" case statement first draft list of the people you want to ask to 
is visually appealing, with detailed photos of the land support the campaign Now you need to think 
and the flora and fauna found there This allows the more carefully about each of your prospective donors 
potential donor to visualize the project and where Do you know them well enough to ask for money? If 
his/her money would be going Photos parallel the text not, how are you going to get to know them? Do you 
to help tell the story The following excerpts from kncw anyone who already knows potential donors well 
"Jamaican Splendor" outline the threats to the environ- enough to ask them for money? Can you ask potential 
ment, and the conservation actions that the Trust will donors for general support, or will they be especially 
take to protect Jamaica's natural heritage interested in a particulai program area? How can you 

An additional example of the power of a case state- find out what their specific interests are? How much 
ment, Fundacion Moises Beitom's "The Mbaracayu would they be able to give you, and how much should 
Project," is included at the end of Chapter VI, "The ABCs you ask for? 
of Fundraising" The more you know about a potential donor, the 

The "two-pager" is a summarized version of a formal better your chances are When you add the name of a 
proposal and generally focuses on a specific project We potential donor to your prospect list, make notes as to 
call it the two-pager because it consists of only one to what you need to know to be ready to make a request 
two pages of text and a budget Sometimes The Nature Here is a sample "prospect list" that will help you 
Conservancy uses this document to "whet the appetite" progress toward "popping the question" 

EXCERPTS FROM "JAMAICAN SPLENDOR. THE NATIONAL PARKS CAMPAIGN" 

"Threats to the natural environment in Jamaica have been going unchecked for years-countless acres of forest have 
been cut down to make space for farms Important watershed areas ate under constant threat from poor agricultural 
practices Over the last 100 years sixty nvers have been lost Soil losses range from five to forty tons per acre per year 
This soil silts nvers, causes flooding and pollutes the sea In the sea, coral reefs, which produce the white sand beach
es, are besieged by overfishing, anchor damage and sewage Pollution, bad farming practices and inefficient manage
ment have contnbuted to the rapid destruction of plant and animal habitats Jamalca has realized the extent of these
 
problems and is making envronmental protection a priority The movement towards sustainable development and a
 
recognition of the need to protect natural areas will grow out of the Campaign
 

"The National Parks Campaign was initiated to create and provide for Jamaica's National Park System The System
will ensure that rare and endangered species and aicas are protected The Campaign will raise $4,000,000 over three 
years and will (1)establish the National Parks Trust as a vehicle for sustainable funding for park operation,(2) provide 
funding for Jamaica's first two national parks (Montego Bay Marine Park and the Blue and John Crow Mountain 
National Park), and (3) provide for the Conservation Data Centre, to support the operation of future parks in the
 
National Park System The National Parks Campaign is an oppo-tunity to conserve Jamaica's natural heritage "
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INDIVIDUAL DONOR 
PROSPECT LIsT 
Name 

Address 

Telephone 

p 


*Previous donations to your organization
 
(amount/date)
 

*Your staff or board member(s) who knows 

this donor best
 

*Comments on donor's interests 
*Who has contacted this donor? When? 

Content of meeting/contact? 


*Your plan-led request to this donor 
*Next step in cultivation process 


(Who? When?) 

*Who will make the request for the 

donation? When? 


Always research your potential donor's ability to give 
Wouldn't you feel terrible if you asked for and received 
$1,000, only to find out later that it would have been all 
the same to the donor if you had asked for $10,000? 

Donor research is relatively easy when your prospec-
tive donors are foundations and corporations with well-
established programs of chantable giving The proce-
dures for researching and working with these types of 
donors are explained in detail in Chapter VI, "The ABCs 
of Fundraising" However, your prospect list should not 
consist entirely of these types of potential donors The 
richest source of contributions is private individuals In 
the United States, individuals give away 90% of the 
money, or $66 billion The Nature Conservancy receives 
83% of its private contributions (not government grants 
or contracts) from individuals, 7% from corporations 
and 10% from foundations a 

VISIT 
CULFIVATE PROSPECTIVE DONORS 

Y ou cannot just walk up to people you do not 
know and ask them for money Well you can, 
but the results are not likely to be terribly 
good You need to get to know them, to help 

them become interested and excited about yoor project 
(to "sell" your project to them) 

There is a saying n fundraising circles-"People only 
give to people "And it is true The person who asks for 
money should be someone v'hom te potential donor 
knows, likes, trusts and feels good about supporting 

RESOURCES FOR SUCCESS 1993 

You can become that person by cultivating your donor 
(sometimes) Other times, you can get to know the 
potential donor well enough to know who should ask (a 
member of your board, perhaps, who belongs to the 
same club or works in the same business) The process 
of cultivation is learning about the donor and his/her
interests, and giving him/her time to learn about your 
organization and your work What you are rally doing 
is creating the pe-fect moment and atmosphere when it
will be time to make 

THE REQUEST. ASK FOR A GIFT! 

lways ask in person if you possibly can 
Remember tht it is very easy to say no in a 
letter, somewnat easy to say no on the tele
phone and very haid to say no to someone 

who is sitting next to you, looking you in the eye Your
 
job is to make it very hard foi the donor to say no A
 
qualified solicitor should make the request
 

Always ask for a specific amount If you have 
researched this donor's giving potential, you know what 
they can afford 

For example "Would you consider a gift of $50,000 
over three years to save " 

Once you have asked, wait quietly as your prospec
tlive do..or thinks it over and begins to answer If you 
start talking again now it's all over' Learn to expect a 
positive answer It will show in your attitude Remember 
you are asking for a legitimate cause, not for yourself If 
the answer is no, take a deep breath and ask if it would 
be possible to give some smaller amount If the answer is 
still no, ask if he/she can give you any advice about the 
campagn and about other people you might approach 
Maintain a positive attitude' 0 

ACKNOWLEDGEMENTS AND GIFT 
PROCESSING THANK YOUR DONORS 

ongratulationsl You've received a gift' 
How you handle your donations can have a 
strong influence on your ability to get addi
tional donations in the future Your acknowl

edgement and processing should be efficient and profes
sional 

Here are some helpful tips from Ronda Mosley, spe
cial assistam to the executive director of ANCON in 
Panama, on how ANCON acknowledges its donors 

It is important to acknowledge gifts because it is 
your opportunity to thank the donor for his/her most 
important contribution and to tell the donor once again 
what the money will be used for and how the people, 

I m NaruRI CONSI RVANCN, V-5 ' 



RESOURCES rOR SUCCESS 1993 

animals, land, water, etc , will benefit from this support 
It is also important to list a person the donor can contact 
if he/she has any questions 

Regardless of the size of the gift, the donor gets a 
personalized letter from our executive director Our let-
ter-,re, rate how important their gift is to our omgoing 
work and that their continued inteiest, commentary and 
support are always welccmed and needed 

We also invite the donor to Panama to see his/her 
project or the site(s) where his/her inoney is being used 
We make it very easy for the donor to say, "Yes, I'll visit 
Panama "We supply itineraries in English, tour guides 
and lovely places to visit Depending on the dot,.,r, the 
trip can be very posh or very rustic Our goal--to foster 
a sense of "partnership" so the donor will feel a part of 
the long-term project

All donors (no matter what the size of the gift)All 
receive a copy of ANCON's newsletter This is an update 
on what ANCON i,,doing in the field that isdistributed on wh 

eveiy two months We try to highlight special projects 

and always include donors' names if they supported a
 
particular project We hope this keeps ANCON in the 
front of the donor's mind at giving time We also realizedonosakeU cn'ttoPanma otento se po-
that donors can't make it to Panama often to see pro-
jects, -o we bnng a small part of Panama to them 
through the newsletter 

If ANCON is sponsonng a special event or partici-
pating in something different or interesting, we send 
special letters of invitation to current and potential 
donors We invite them to join us and take the opportu-

nity to let them know how special they aie to us We 

also guarantee that if they come to Panama they will 

have a good time 

All of this sounds like a lot of work, time and paper, 
however, constant, positive contact keeps you on trackw'th the donor and really helps when you go back for 

more funding 
Processing the gift in a timely manner is also impor-

tant This sample acknowledgement and processing system was developed by a U S organtzation • 

GRANT TRAC KING AND REPORTING 
KEEP YOUR DONORS INVOLVEDI 

s there a happier moment in a fundraisers job than 
the moment when a large check arrives? It's espe-
cially sweet when it's a check that you worked hardtogg the donor, preparing a proposal, 

and following up with documents and information 
Now, you may think, yourjob is done-you can cele
brate your success and go on to the next major donor In 
fact, nothing could be further from the truth When you 
cash the check, you accept a whole new set of responsi
V-6 THL NA1URF CONS[-RVANCY 

Step 1 Donor Gift Acknowledgement 
* Gifts under $25 send pre-printedacknowledgement card 

- Gifts of $25-100 personal letter fromfundraising director 
* Gifts $ 100+ personal letter from executive director 
* Gifts $1,000+ personal letter from presidentof the board 

If the gift isdirected toward aparticular project or program,
 
acknowledgement letters might be written by the director of
 
that project or program
 

Step 2 Processing 

* All chi cks deposited on same day received 
* 	Copy of check and accompanying form(or name, address, 

telephone number and datecheck was received) are gien to 
membership/donor data manager 

* Data manager prepares receipt and sends i to thcpersonresponsible for sending acknowledgemeit; 
Dateimanager enters donor iformaton ito files 

-Dt aae nesdnrifrainit ie 
Acknowledgement and receipt aie sent withinthree days of 
receiving contribution 

Step 3 File Maintenance 

Computer files should be sorted by name, date andamount 
of gift, at aminimum That is,they shouldallow you to look 
for an individual donor by nameto find all donors who gave 

during acertain mionth(for processing renewal notices) and to 
find all donorsA ho have gi en, say, $100 or mort (so that 
you can offer them special invitations for increased future giv
ing) Of course, there are many more variables you can 
include in your data base for sophisticated donor information 
management, and there are commercially availablc software 
systems for donor information management Thc point isto 
have asystem that meets your information needs BacK up 
your computer programs regularly, and keep acopy storcd in
another location so you will have abackup in case of fite or 
burglary 

• individual files should be kcpt on actual and potential
donors of some minimum amount (say, $1,000) These are
where you file your notes on research and meetings, and 
copies of correspondence as you proceed with cultivation 

Chronological or "tickler" files (t,stially athree-ring binder
with asection foi each month of the year) keep you up to 
date on what to do next When you receive acontribution 
that will requiie you to submit a report, note th date that 
you should begin preparing tie report in the appropriate 
month of your "ticklei" file If you promise apotcntial donor 
that you will be getting back to him/her in a month or so, put 
it on your 'to do' list for that month so you won't forget All 
your meeting and follow-up activities (remember, you decide 

after making each contact what you art going to do next ,nd 
by when) should be noted on the ppropriatc date Your
 
"tickler" file keeps you organized and aware of all the selfimposed and donor-tmposed deadlines so you don't let 
things slide 
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bilties to that donor, and you also open the door to a
 
whole new opportunity to build youi organizations rep- SIMPLE WAYS TO
 
utation (good or bad) among the donor community LOSE YOUR FUNDING
 
Your responsibilities, in brief, are Deposit the check in your general account as soon 

as it arnves Don't bother to acknowledge it, after*To use the funds in a manner consistent with the all, the foundation will know you got it when they

budget you presented to the donor 
 get their canceled check 

* To report to the donor on the use of the funds and Charge whatever you like to your ge ,ral account
the achievement or failure to achieve the goals set after all, you know your pricritie they may be 
out in your proposal a bit different now than the, wci- v),on you xrote 

* To keep the donor informed of changing conditions the proposal When you make charges against this
 
that may affect the success of your project-for exam- account don't bother to keep track of which specific
 
ple, a change in key staff, a change in national legisla- donation you are drawing from
the project, success or failure in raising Ifyou really want to lose your funding, don't botherfunds above and beyond this particular donor's to send reports at all
 
fundsbond bNever 
 mind the deadlines for the reports you do 
contnibution send The U S tax regulations are your do-or's 

problem, not yoursSounds like a lot of work But its worth the effort Send the report, but just write a glowing account 
Unless you've received the entire-donation in one check, of everything your organization has been doing

payment of future installments could be held up or even 
 since the check arrived As for the financial report,
canceled if your reports are not prompt and in good use round numbers or guesstimates and send along

order A donor who receives prompt, clear, accurate a fat auditor's report in Spanish
 
reports cf what his/her contribution has supported is 
 Ifthey remind you that you have a report overdue,
 
likely to continue to give to your organization in the send a long letter explaining why you couldn't
 
future Think of good reDorts as a way of cultivating the possibly prepare a report by the date indicated
 
donor for their next contribution Adonor who receives You might even hint that all this paperwork is unrea

sonable and distracting you from the more important
sloppy reports numbers that don't add uip-or, worst of job of conservation
 
all, no information at all-is not likely to send another 
 Instead of sending a report, send a request for
 
check 
 additional funding 

Maybe you're still not convinced that good grant 
tracking and reporting are important Perhaps you really
would like to have the experience of having your fund- One of the major benefits of good record keeping and 
ing discontinued or, worse, of receiving a letter asking project reporting is that it serves as project evaluation 
you to return money that was once granted and assists you in planning and budgeting for future
 

Strange as it may seem, NGOs have done all these 
 projects Prepare for record keeping and reporting at the 
things Maybe they don't need any more money than beginning, as you write the proposal When you write 
the), already got More likely, they're just so caught up your objectives, indicate a date by which each activity 
in the pressures and urgencies of the moment that they will be completed Specify indicators of progress toward 
don't take the time to save themselves much work and your goal that can be measured Plan carefully what you 
grief later on But if you're the one who will be making will have to spend on each of the projected activities 
funding requests in the future, take the time now to Later,with the money inhand,each time you spend 
--ake sure that you, or whoever is responsible for spend- from the grant account, record the charge,, amnst the 

ing the money you've worked so hard to raise, under- item budgeted in your proposal As the j roject proceeds,
stands keep track of whether your proposal b "dget accurat( ly 

reflected the costs of each activity, and %0e,her the 
* what it is to be used for, progress indicators you expected actually came about as 
* how to record its actual use, and what documents predicted Mark your calendar for dates by which certain 

to keep, activities should have been completed If you are not the 
* how to keep track of progress indicated in your project manager, make sure you review appropriate pro

proposal, and cedures with the person who will be spending the 
* when rports are 0,e funds-securing receipts or expense reports for all 

expenditures charged to this particular donation, mea
suring results at prescribed intervals, etc Meet in 
advance of your donor's report deadline (or at six-month 

T'
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intervals if you do not have specific deadlines) to review 
expenses incurred and progress measured so far These 
meetings will serve to keep your project on track as well 
as to provide excellent information to your donors 

When you wnte your next proposal you will be more 
authontative in your predictions of costs and results 
because you will have the well-documented experience 
of your past projects Chapter XII, "How to Manage your 
Organizations Finances," offers more pointers on the 
adm!nistration of funds and financial reports 

Reporting 
With your financial tracking systems established, you are 
now prepared to report to your donors Most foundation 
donors will give you definite dates when your reports 
are due, other donors may not Regardless, at six-month 
to one-year intervals, you should report to your major 
donors on how the project is advancing, and continue 

CHECKLIST FOR REPORTING 

* Refer to your oiginal grant proposal before 

wnting your report 


" D'ail grant expenditures in a financial report-

show specifically how your donor's gift was spent 

(include dollars and cents) 


• Make sure the narrative report reflects the 

grant expenditures 


" Descnbe the impact of gift on the project 

and organization 


"Descnbe grant accomplishments and results
Makeyou reortexcting-telstry1areatru 

"Make your report exciting--tell a true story' 

"Personalize your report to the audience you are

wnting to
wtiancl 

Show financial and in-kind leverage/matching grants 
SDescinbe how your project wiP continue 

Avoid acronyms and jargon 

" Thank your donor for his/her support at the 

end of your report 


SUGGESTED REPORT FORMAT 

1 Title Page
 
2 Summary of Grant
 
3 Introduction (e g information on biodiversity,
 

threats, organization, etc)
 
4 Project Summary
 
5 Accomplishments of Grant
 
6 Future of the Project/Other Funds Raised
 

and Needed
 
7 Conclusion (e g thank the donor and
 

summanze impact of gift)
 
8 Financial Report
 
9 Appendices
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doing so until all funds have been spent Begin setting 
and tracking your report deadlines right when you 
recei ve the gift 

A grant report should contain a narrative and finan
cial account of how a gift was spent Begin by drafting a 
financial report similar to your original proposal 
Remember to include monies spent down to the last 
cent This shows that you have seriously monitored and 
carefully spent their gift Compare your expenditures to 
what you proposed to spend in your original proposal 
Your expenditures should be similar I1they aren't, 
describe why it was important to reallocate his/her funds 
and what you did with them 

Now you're prepared to write the narrative, or writ
ten, section of your report Again, you should refer to 
your original proposal Compare the original proposal to 
make sure that you have done or addressed what you 
proposed to do In the narrative, describe the accom
plishments and results, as well as the overall impact the 
gift has made on the project You want the donor to see 
how his/her gift contributed to your success Involve 
your donor by introducing him/her to the players (e g 
rangers or other staff) who carried out the project and 
how his/her gift fits into the entire picture of the project 
Tell a story and make it personal and exciting' This will 
bring your donor closer to your projects and increase 
the chances of future support in your programs If 
appropriate, show your donor how the gift leveraged 
additional gifts or in-kind services Many donors like to 
know that their investment is secure, that other monies 

in hand to build on their gift 
With your reports, send a personal cover letter from 

the appropriate officer of your organization to your 

donor Highlight in the letter key results, describe the
impact of the donor's gift, and thank your donor again 
for his/her continuing support and commitment 

Good narrative and financial reports make for good 
relations with your donors And that's what your job as a 
fundraiser is all about The following is a sample narra
tive report that Ronda Mosley from ANCON in Panama 
sent to a major donor 0 
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Field Studies (Narrative Report) 
NARRATIVE REPORT, ANCON 

Objectives 

"The Protection of Migratory Birds in Chagres and •To study and compile information regarding the
 
Soberania National Parks" migratory birds that visit Soberania and Chagres
 

National Parks from January to May 1991 (Interim
 
Final Report Reporting Period) and September 1991 to January
 
Based on Field Work from September 1991 1992 (Final Reporting Period)
 
to January 1992 To cornoborate and expand the data compiled in
 
The Foundation ANCON'S Science Division conservation database,
 
Presented March 1992 gathered from earlier studies regarding migratory
 

birds 
Asociacion Nacional para la Conservac16n To train and improve ANCON's science team in the 
de la Naturaleza (ANCON) observation and capture of raigratoky birds and in the 
Apartado 1387 execution and documentation of field investigations
Panama 1, Republica de Panama To record confirmed sightings of migratory bird
 
Tel (507) 63-7950, (507) 64-8100 Fax (507) 64-1836 species that visited each national park in 1991
 

and 1992
 
Project Period January 1991-January 1992
 
Total Budget US $40,000 Methodology
 
Summary The ANCON Science Team spent three days (on aver-
Through this grant, ANCON's Science Division was able age) each month, from September 1992 to January 1992 
to complete sixteen field excursions into Soberania and in each of the parks to conduct the studies The 
Chagres National Parks The grant was vitally important researchers deteriniied the placement of the mist nets 
to ANCON and its efforts to protect the Panama Canal (ten in all) and set them every day at 6 00 a m and left 
Watershed them until 6 00 pm every evening According to
 
A The - Foundation's funding allowed ANCON to renowned tropical bird researcher James R Karr, "Mist
 
consolidate its research presence in the Panama Canal nets can be used to quickly survey the birds of an area,
 
Watershed and to position itself strategically for a key providing a variety of data on species compositions and 
opportunity carrying out a successful bid for realizing abundances" (Karr et al , 1979) For ANCON'S purposes, 
the biological inventories for the tn-national (Japan, the mist nets were scattered throughout the study area in 
United States and Panama) Canal Alternatives locations where the researchers had previously observed 
Commission The awarding of this $2 2 million contract birds feeding 
to ANCON and the University of Panama, with the After a bird is c.-ptured, the researcher begins to 
tremendous leveraging of the original record vital information about the particular bird identi-

Foundation grant, will intcnsify ANCON's work in the 
 fication of the species, sex, age, physical condition of the 
canal watershed and give ANCON a strategic position in muscles, condition of the feathers and whether the bird 
developing future management plans for Panama's natur- is molting, and if the bird is a female and not a migrato
al areas, ry species, isshe laying eggs, nesting or feeding chicks 
B The Foundation's funding allowed ANCON - .cience The researchers also weigh the bird and then gently 
staff the opportunity to implement new methods of bird release it back into the trees 
research (utilizing mist nets, etc ) through intensive field The research team spent from 6 00 a m to 10 00 
research trips into the canal watershed parks, in cooper- a m and from 4 00 p m to 6 00 p m every day of the 
ation with community members and INRENARE park field trip with binoculars bird watching as they traveled 
rangers The information collected about the birds of through the forest Ihese daily walks (approximately 16 
these important parks has been logged into Panama's kilometers) helped train the researchers to be more 
CDC (Conservation Data Center) and the information aware of the birds, their calls, whistles and songs, and to 
will be utilized well into the future to design manage- make better observations about the birds in their natural 
ment plans for the parks, settings 
C The Foundation's funding allowed key scientific 
breakthroughs for instance, the research information Soberania National Park 
gathered about the Southern Lapwing is significant There were three study areas chosen for the migratory 
because this is the first recorded breeding and nesting of bird studies (1) Camino de Cruces (the Pedro Miguel 
Southern Lipwings in Panama River area), (2) El Charco Trail (along the Sardinilla 
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River), (3) Pipeline Road (along the Fnjoles and Sirystes 
Rivers) These sites were chosen because they are repre-
sentative of vanous forest types present in Soberania arid 
because of the abundance of bird habitats 

Of the 443 registered species of birds for Soberania 
National Park, ANCON's scientists captured and 

observed 107 species in 15 orders and 34 families Of 

the 88 migratory species recorded for Panama, eight 

were captured 


Chagres National Park 
There were four study areas chosen for the migratory 
bird studies (1) Alajuela Lake, (2) Pacora Heights, (3) 
The headwaters of the Piedras Rivei, and 4) Cerro 
Guagaral (Guagaral Hill) 'Ihese sites were chosen 
because they are representative of various forest types 
present in Chagres and because of the abundance of bird 
habitats 

Of the 335 registered species of birds for Chagres 
National Park, ANCON's scientists captured and 
observed 143 species in 13 orders and 32 families Of 
the 54 migratory species recorded for Panama, eleven 
we e captured 

Key results 
- The - Foundation's funding paved the way 

for ANCON to train its field personnel in biological 
inventones procedure and thus become an active 
player in the competitive bid process for the tn-nation 
al Canal Alternatives RFP ANCON and its partner 
organizations have just been awarded the $2 2 million 
contract by the commission to conduct biological 
inventories of the canal watershed These continued 
inventories will add a wealth of knowledge about the 
biosystems of the watershed and greatly increase the 
amount of information stored in Panama's CDC Much 
of this would not have been possible without the 
vision of the - Foundation and its assistance 
one year ago 

* The percentage of migratory species captured was 
13 4 % in each park for the project period In many 
areas, it was not possible to lay mist nets because 
of the intense rain (which could harm the birds) 
during the study period, so the researchers made visual 
observations and song recordings 

*The preliminary results indicate that this type of 
broad-scale study encompasses a large space and the 
ANCON Science Team feels the study should be 
extended to other areas in both parks and in other 
protected areas throughout Panama 

•It is an important discovery for ANCON and the 
birding community that we found the nest hatchhngs 
of the Southern Lapwing This may be the first it. port
ed sighting of nesting Southern Lapwings in Panama 
ANCON has recorded growing populations of 
Southern Lapwings during the past year One reason 
to explain this is that these birds may now be breeding 
in Panama Lapwings were again spotted in the second 
section of the study period At this point there may 
be a nesting colony ANCON zoologists plan to study 
the area carefully to obtain information (breeding 
habits) of this bird 

CONCLUSION 

emember that a donor who gave once and 
felt happy with his/her investment is your very 
best prospect to solicit for future donations 
This donor will also become an excellent 

source of information about other potential donors 
Use these eight steps for a successful fundraising 

program Do not leave out steps Set target dates and 
deadlines to achieve steady progress Above all, always 
be clear clear about your needs, clear toout the basic 
objectives of your program, clear about your donors' 
interests, clear about what you can and cannot do with 
your donors' money a 
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INTRODUCTIONManfy fundraising veterans say that the secret 

of fundraising success is simply this select-
ing the right person to ask the nght donor, 
in the right way, for the right amount, for 

the nght reason, at the right time While all these factors 
are important, the most fundamental ingredients in the 
fundraising mix are the people representatives of your 
organization and potential donors Because there are all 
different types of people, the dynamics between you and 
the donor will be different every time There are, howev-
er, certain basic truths about the different categories of 
donors that can be helpful when planning how to allo-
cate your fundraising time 

This chapter covers some of the basic differences and 
approaches to three major categories of donors (1) 
Individuals, (2) Foundations, and (3) Corporations 
Acase statement and case study that exemplify success-
ful fundraising strategies are included at the end of the 
chapter Details for writing proposals, useful for all 
types of donors, but particularly geared to foundations, 
are included in Chapter VII,"The Art of the Foundation 
Proposal " In addition, additional info-mation about 
approaching corporations is included in Chapter 
VIII, "Corporate Fundraising and Cause-Related 
Marketing" 

INDIVIDUALS 

n general, individuals are the easiest type of donor 
to raise money from This is not to say that there 
aien't a lot of very difficult, eccentric and challeng-
ing individual donors out there, however, with 

individuals, the amount of time you spend in securing a 
gift is often the shortest of all types of donors Some 
individuals can be asked for a gift on the first visit 

People you can ask for a gift right away usually fall 
into one of two categories The first is the exceptionally 
busy and wealthy person, with whom you know that 
you are not likely to get another meeting unless you 
explain exactly why you're there The second-and usu-
ally much less difficult-is the person who knows your 
organization well, is already involved with it or is a 
friend or relative of someone who is associated with 
your organization 

Most individuals will require more than one visit to 
get to know you as a person and to learn more about 
your organization Every person has his/her own "coin- 
fort level" that niust be reached if he/she is going to 
make a gift It is your job as a fundraiser to help donors 
reach their comfort level, and you do that with a three-
step process 
VI-2 TIlL NATURI CON SIRVANCY 

A. Inform and Educate the Donor 
B. Inspire the DonorC. Sinceiely Ask the Donor to 

Help Make a Difference 

INFORM AND EDUCATE THE DONOR 

Most people do a great job of presenting the work of the 
organization The part to remember here is that you 
don't want to do all the talking You should start with a 
brief overview, and then asks a question or two about 
the donor's nterests You shold tntn listen to the 
donor's interests, and politely ask ques ions and provide 
information relevant to the donor's interests Then you 
can mentally assess what oiganizat)onal nceds the donor 
might respond to 

Patricia Leon Melgar, Directoi of Development for 
the Fundacion Peruana para la Cons'rvac16n de ]a 
Naturaleza, goes to every meeting prepared with several 
requests or needs Patricia advises, "The best strategy 
with the potential individual donor is to give a brief 
introduction and then ask his preferences, make him 
talk, and listen, because it can give you clues as to how 
to focus your request 'A good way to do this is to guide 
your conversation from a general background and t, 
prospect's interests to the specific concern you think is 
most likely to fit the prospect's needs Patricia also notes 
that when fundraising from individuals in developing 
countiies, it's important to stress that conservation is an 
investment in the future, for the next generation "With 
short-term issues like poverty, hunger and health occu
pying a lot of donors' attention, we as conservationists 
have to show both the short-term and long-term benefits 
of preserving ecological resources," she says 

INSPIRE THE DONOR 

So now you've made your case It is a little more difficult 
to truly inspire each donor you meet The best way is to 
come equipped with one or two good, dramatic stories 
or examples of how the woik of your organization has 
made a difference Plan in advance how you wili relate 
the story or example to the need you want the donor to 
help you meet It works best when the need is , project 
with a story directly related to the succe' oi challenges 
of that project 

Some fundraisers like to carry a photo book with 
them, which they use to tell their stories Good pho
tographs can impress and draw in the donor and also 
inspire you to tell your story with enthusiasm and con
viction Some people are easier to inspire than others, 
you don't have to make e%ery person jump out of his/her 
chair Some people will be inspired only after five or six 
personal visits (and may not ever show it) But you 

1,) 
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should never stop improving, refreshing and refining FOUNDATIONS 
your presentations You want to be able to deliver a pre
sentation that inspires you as you give it, because your " i " any people believe that foundations are the 
enthusiasm will show and make the difference Now, ill second easiest type of donor In general, 
you have educated and inspired the donor It's time to however, getting a foundation grant takes 
take the third, most critical step the request more time and effort than asking an indi

vidual for support You have to follow a different set of 
SINCERELY ASK THE DONOR rules for each foundation, and tailor a proposal specifi-
TO HELP MAKE A DIFFERENCE cally to meet its interests It can take a year or more from 

the time you start to get an answer But as with anyThis final step is the hardest for many people, no matter donor, the bigger the potential payoff, the more time you
how much experience they have had The best fundrais- should be willing to spend in cultivation Large founda
ers on Earth still feel their adrenaline pumping and a tions, therefore, are often worth the effort 
knot in the pit of their sto nach when they do it But that Best of all, with a little research you can find medi
is natural-don't let it deter you' Remember, you are not um-sized foundations that will entertain the same (or a

asking for anything for yourself You are offering some- slghtly modified version of your) proposal The most
 
one the opportunity to inest in a worthwhile endeavor important advice to remember when planning your
After you've informed and inspired the prospect, you foundation fundraising is this "Don't put all your eggs
might say "Would you consider a gift of [specific in one basket " If you are going to spend the time need
amountl to save the Amazon River?" (or a similar, active ed to prepare a good proposal, you should identify five 
phrase that expresses what the gift will do) Then wait to ten foundations that will consider it You want to get
for the person's answer the maximum possible leverage (and payofil) from your 

time An extensive section on prepanng effective founda-
The Operations Support Request tion proposals is provided in the next chapter a 
There is a special art to asking individuals for money for 
operations Use specific examples of talented people in 
your organization and the things they've accomplished, CORPORATIONS 
explaining that funds must be raised each year to meet 
the costs of their work You can also make the need for orporations are usually the most difficult type 
operating funds more compelling by describing a worth- f of donor from which to secure major support
while project, for example, that would not be possible I They typically requne a large investment of 
without the support of the organization's infrastructure C time in meetings and presentations, and long
(whether it's an office or a vehicle, a staff member or cultivation penods In addition, some corporations have 
computer software) complex decision-making processes, and it can take a 

When making a request for an operations gift, make long time to get a grant approved The exceptions to this 
it as specific as possible "Would you consider a gift of rule are typically corporations that need "green" publici
$10,000 to help the Nature Foundation's community ty Automotive, oil, gas, chemical and agricultural com
development program continue its success this year?" panies are examples Other industies to consider are the 
(Of course, you've just spent five minutes describing its travel industry (especially cruise lines) and the food and 
success in detail and telling a dramatic human story of beverage industry
how it has made a difference ) Remember, you have to Why does corporate fundraising take so much time? 
inspire the donor, merely asking someone to "suppoit It can take several meetings to discover and meet the 
our operations" is not very compelling a people who actually make the decisions about coi porate 

contributions Then you have to cultivate these people 
Eventually, you have to write a proposal Sometimes the 
results are great, but other times your contacts leave the 
corporation or are transferred Often when the leader
ship of a company changes, you must start all over with 
the cultivation process 

This is not to say that you should not target corpora
tions as prospects, but you should choose your potential 
partners carefully, investing your time where it is likely 
to have the greatest return Choose stable companies 
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whose earnings and leadership are considered solid 
As with individuals, the personal impression you 

make with corporate decision-makers is very important 
The success of a grant request or cause-related market-
ing deal with a corporation depends most heavily on 
your ability to demonstrate a goal that is shared by both 
organizations And the second most important factor-
which is more difficult to define-is the rapport and 
business relationship that grow between representatives 
of your organization and representatives of the corpora-
tion Refer Chapter VIII on corporate fundraising fo, 
more information a 

CONCLUSION 

f you keep in mind the differences between donors 
and tailor your approach to each one, you will 
greatly enhance your effectiveness in raising funds 
for your organization For all donors, remember 

your fundraising ABCs-educate, inspire and ask' 
The following sections provide examples of success

ful methods for fundraising from individuals, founda
tions and corporations The Mbaracayu case statement, a 
joint effort between Paraguay's Fundacion Moises 
Bertoni and The Nature Conservancy, is included as it 
has proven very successful in the U S This case state
ment, like many others, was targeted to U S donors and 
written in English Nonetheless, in any language, a cast 
statement is useful for all types of donors, to introduce 
them to your mission and your project This case state
ment is rendered more attractive and inspirational by a 
series of beautiful color photographs that accompany 
each section of text It is also packaged as a small book
let with a colored front page, thick paper stock and a 
map, all of which make it an extremely appealing case 
statement While we cannot replicate the whole booklet 
here, the text alone both educates and inspires all who 
read it 

The case study entitled "Campaign fur the Galapagos 
Islands" was organized to raise significant gifts from 
individuals This campaign was included in previous 
editions of the manual While several new campaigns 
have been undertaken since that time, including the 
major Brasil Verde Campaign, the Galapagos Campaign's 
conclusive results and final reports make it particularly 
useful and inspiring We have also kept this campaign in 
the current edition as more iecent campaigns that target 
individuals aie based upon the same strategies for suc
tess Two additional canpaigns are includecu in Chapter 
IX,"Publicity Campaigns with a Fundraising 
Component", but they are not primarily fundraising 
campaigns as they have a high publicity anr? -nviron
mental education component 

Both the case study and the case statement success
fully follow the ABCs of fundraising 

A. 	Inform and Educate the Donor 
B. Inspire the Donor 
C 	 Sincerely Ask the Donor to
 

Help Make a Difference 0
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FUNDACION MOISES BERTONI" THE MBARACAYU PROJECT
 
"Natto isthe h7t't atcd niv of lift to unmdti- wide representation of endemic plants and er us,! of chImicals and soil and water con
stand one mst hain the atadtmvof the animals Wildlife nos exlinct or severely servatlion techniques
forest "Moists Blton (1852-1929) endangered in other regions thrives in The project Will provide the settlers
Paraguayan Nattolist Mbaracayu These includc jaguar, puma, adjacent to the Mbaracayu, with the oppor

tapir, peccary giant armadillo and the rare tunity to increase their own productivity
T he forests of Paraguay are almost gone hush dog Birds such as the king vulture, and quality of life while protecting the.Sadly, s\chavc learncd liic about the large macaws and the enchcnilc are-throat- Mbaracayu Forest, ,nd its natural resources
It- they harbor-and \son't unless the cd hcll bird all find sanctuary in the forest for present and futore generations
clestrLction is haited One last opportanty canop)

remains to sase asignificant forcst in east- S.neral spccies of the Cracildae fain- Fundacion Mises Bertont
 
ern Paraguay, 
 ly-bare-laced curassow, black-fronted Providing Solutions

1 he Mharacayu tract of 143,000 acres pipini-guan, and their allies art seep, an InJanuary 1988, agioup of Paraguayan
of tioist tropical fotest is lot Sale to corn- mcd cation that the land has hctn altered private citizens decidcd to act on their connieial interests 1Ilist interests \ill o-'y slightly and is not subject to intensive ctrn for the accelerating pace of deforestadestroy the forst and consert ilic land to I tntling pressurc tion in their country Recognizing that the soya and cotton farns if given tilcopportu- Dr Alwyn Gentry of the Missouri goerniient (id not have the resources necnis 1he foitst %killbecome a I'iologically Botanical Gardcis has confirnied the bio- essary to protect the remaining naturalharren \\astlaid, indistinguisfiab_ from logical richness of the aica tichas stated foiests of Paraguay, they forned the

the thousands of sclaic milt s of ceforcstcd thut it is prohahly the most ignifhcant Fundacion Moises BcLitili para la
land in easiti n Paraguay and adjoining remaining c\ample of Alto Parana forest 
 Conseracon de laNaturaleza (Moises
southl InBiazil type and incldcices spccIes found in thc Bcrtoni 
 Foundation for tfic Conseratitil of1 I LundaLon Moist, lk rioi has largely destro)cd Atlantic Forcst of Brazil Nature), numcd to honor the \sorlcl
takcn Oi an ctiprectctCniccd and amIItIo'- lie has identficd th Atlantic Forest as one renowned Paraguayan naturalist Ilhe
cfIllenge to a({Lurt and 
 IOittlc this. last of tht ,sorld's itn hiighcst priorities-global FundacLon Bertoni is lcgally registered in
lag iract of plsattly oWntfd dctnse biodisersity hot spots'-requiring imme- Paraguay as a not-for-piofit organization
humid, Suhtropical 'Oits in Pat agua, I lie haltt conservation actioti The mission of tile
Funda ion Bertoni
Mbaracay c projcct is ali CIoit to cLISuIC the is the prcser'ation and cdinscrxr aton o.f ihclong-it rrn cultural and ttonon ,iic, The PeopleIs sal of countrys biodcierst, in hartinony kith thc a ridi andihiologitall\ dl\elsc arta It I,a Flit piottcti, of Mbaracayu t', crucial to sustainable social and ec'ioronlc dCe\elop
uniiquce oipportunlt) to shart in th proi(t- the pcSe-satilon and halth of pecopl as nient ofParagu xy The increasingly successtion of Moists Bt rioni S cadcin)y, [or tile wcll tit flora and fauna The land is the tra- fil work ofthe Findaclon Bertonl focuses 
pLcopIl of Palagua and iLk\orld It is i clitional hunting giouids of tne Ache, an on four najor goal-,in\eIlltlLlt inglohal conSc ration lII.lgeious trii o'huntcr-gathetcrs, only F\patid the systtin of protectcd areas to 

teccntl) brought Iito contact \\sah tilk out- include e\aiilifes of all major habitatsThe Threat to Paraguay's side ssorld Prior to contact, the) lived in and large ecosysteims,
Natural leritage tilt jungle, avoiding tfic mot iin'cl ujZtd" Promote public and private efforts to
sharing horders \sth Boli ta 1t tlt north- world In ihit distant past ihly had becn protect e\stig and crcate new nature

%%cst, Argctitina to the South and Brazil to iuntcd h the outside world, and thei rcseres and wildlife habitats,

the northcast and cast, Paraguay isa land- wonmen and cfiildrcn carritcd Oiff Ito sla - Deselop a national awareness offocked nation roughly tht szc of cr' As tIlt forcst swas ccstroy'ed their lveh- con-,eratoti issues and nurtuie an
Califotnia-reccUtly a,aktncd to the ntcd htood was lost, and in 1978, they were civiroimtental thic in the pcople of 
i0i c(iselcrx its hatural ierttag IoundLcd up 1y the ariiiy and tilo twocci tt Pataguay,

Deiarc for agricultural IInd and the Seticlents ncar thc Mbaracay ci 1 lese pLo- Increase public and private financing

needs of landless ptasants art rapicl) oin- pIe deptnd on thc ,\sldhf, plats,and of tonser'atton actions that will sustain
suning thc remaining forests of castern frits of the forest for sur i\al tfie Coutry' S future social and economic

Pataguay Eaitl year 250,000 acres of forest Ihe contiiicicd traditonal LIsc cevelopment
Ofthe 
arc lost through lokging and untontrolled Mharacay for subsistence by the Ach( Is In just thrce y'ears, the Fcndac( ionagrcuhtUral de\elopmcnt Lands adjaccnt to an tsseiial land managcmcnit ohiectIVe Of Bertoin has become tfiC leading conservaific Mharatayu I orest ii Biazil art' almost the Mharacayu iroltct 1his project Will tion organization in Paraguay, and is recogcormpletely act cupiLd and cft fortsted 1his pro\ idt trainig to thc Ache as patrolmen nized as anational autholity on conser\'adestrutiton has thrtatcncd ilc L\ISI.tict of and galt scardcLis for ilc rescrst, and as t,on and envirointental tScLcS It Is Imple
o\5cr a third of the tOULir) SssIldluf[-OmclL guites to rt search(rs and ccotourists in the nienting cn'lronnlenal awareness prospcLues hase inot i1 10 ycars arta IIaddition, ilk project svfll fund thc grams at the national lcvel, promoting pribtii stcn 
Within the ne\t 15 ytars, all natural forests purcihas( of agrcultural land \\hiicli \ill be \ate land conscrvation, and ptovding
in the eastcrn third of the country' sill ths- titkd Iothe AtLc direct support and training to thic nationalappcar-fOtcscr-unlcss acuon is taken I hc Mharatayi prolctt \Ill also park str ice It also woiks with local com
now itiolse otht.r conlinUlltits In1the adjoining nucnities near protected areas to otgantze

lands to( itillpro t agricultural productivity conscI atlon actions and to adopt sustain-The Mharacayu Forest and ctonto1nt conditions TL poor and able land-use practicts Ilhe most ambitious
[he iniportatie of the MNbaraca) u I ort st Isolated farming population largt IVcuohsatc land-sa Ig plioIect Ofthe lundacLIoncannot be e\aggerated At 143,000 acrcs in soya, .orn,Loton and tobacco [lits rono- Beitoni is the purchase anti protcction Ofsize, it istil last larg Licrnnant of dense, culhure lea\es the fragile soil itcrtide aftcr the Mharacayu' lorest
hunid, subtropical forest in Paraguay two oiitrtc years and forces ihic farmers to
Lt.catcd in castern Paraguay, horderig deforcst nc\' lands These conLIcinittes The Strategy
Brazil, the propcrty isroughly rectangular lusc had little or no contact ssithagrucul- I hic first step ii the strategy of the
in shape, pproi\natcly 12 by 18 Ilcs in turt or forestuy c\tcnson agencics and Iundlacilon Bertoni was to forge a nationalsize Naturalists hase identified iineteen therfore lack Itnos\lcdgc of alttratie consensus that the Mharacayu forest shouldnatumal plant comnliunlties icontaining a tccinologics, dl\ crsiicatiton Of cliOpS, prop- ,.onunuttd on nt\ p tg 
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FUNDACION MOISES BERTONI THE MBARACAYU PROJECT CONTINUED 

be kept intact and mranaged as a nature 
reserve in perpetuity In advocating the 
protection of this land a complex series of 
issues were faced, the traditional use rights 
of the native peoples, pressures for devel-
opnment, the need for improving the land 
use of suriounding inhabitants These cha, 
lenge; are being met through the efforts of 
the Fandaci6n, which has enlisted the sup-
part of thc President of Paraguay, key legis-
lators ard ,,overnment officials, local lead-
ers and it,,gL neral public 

The second step was to reach a sales 
agreement with the land owner After three 
years of negotiations, the Fundacion and 
The Nature Conservancv have reached an 
agreement to purchase the Mbaracayu from 
the International Finance Corporation of 
the World Bank The Corporation reduced 
its selling price from $7 million to '32 nil-
lion, upon condition that the Fund ion 
would dedicate the land as a permanent 
nature reserve, managed for the protection 
of its wide variety of flora and fauna 

To maintain the Mbaracayu Forest in 
its natural state, the next step was the cre-

tation of a pnva e nature reserve recognized 
by the -ovemment of Paraguay In June 
1Q91, an Iacnational agreement was 
signed by the Fundacion, The Nature 
Conservancy, the government of Paraguay 
and the United Nations, whereby the 
Mbaracayu would be the core area of a larg-
er conservation unit, an international biore-
serve The plan includes a program of eco-
nomic development of the neghboring 
local communities in the area based on sus-

tamable use of the natural resources and 
protection of the Mbaracayu Also inluded 
is a design for a public awareness campaign 
aimed at enlisting the participation of land 
owners and residents for support of the 
Mbaracayu as a biological reserve 

The Need 
This majoi tapital fund drive is the first pn-
v'ate sector campaign in Paraguay undertak-
en to acquire and protect one of the coun
tiy's richest and most diverse natural areas 
The Fundac16n Bertom has taken the lead 
in this endeavor, and a fundraising goal of 
$3,750,000 has been set Of this, 

$2,000,000 is needed to purchase the 
Mbaracayu property from the 
International Finance Corporation, 
$1,000,000 is nccded to endow a trust 
fund to meet the costs of protecting the 
nature reserve, and 
$500,000 is needed to purchase an 
adjacent property to be titled to the Ache 
enssuring the SUrxival of their ulture 
and traditions 

The balance isneeded to nice the mi-
tial capital costs of land protection, nd the 
implementation of sustainable dcvelopment 
and outreach programs among the Ache 
and other local groups 

Initial response to this fundraising 
effort has been strong Over $2 850,000 is 
pledged The United States Agency [or 
International Development granted 
$500,000, and the goernment of Paraguay, 
$100,000 AES Corporation put forward a 
challenge grant of at least $1,500,000, and 

a private donor pledged $750,000 
The balance to be raised - $900,000 

- over the next 12 months With the sup
port of foundations, corporations and mdi
viduels throughout the world, the 
Foundation Moises Bertoni and The Nature 
Conservancy aIe confident that this ciiiical 
natuial area will he preserved .,nd the flora, 
fauna and people inhabiting this land will 
continue to thrive successfumlly 

For more inlo'iation )n how you 
can support the prt'ction of the 
Mbaracayu forest, contact 

in Paraguay Raul Gauto, Executive Director 
Fundacion Moises Bertom Casilla 714, 
Asuncion, Paraguay 
Tel (595-21) 25-638 
Fa\ (595-21) 212-386 

in Great Britain Diane Espinoza, 
Board Member 
6 Wilton Crescent, London SWIX 8RN, 
United Kingdom 
Tel (44-71) 235-7555 
Fax (44-71) 235-7287 

in the U S Alan C Randall, Board 
Member, Fundacmoa Moises Bertom, 
c/o Ihe Nature Conservancy 
1815 N Lynn Street, 
Arlington, VA 22209 Tel (703) 841-4882 
Fax (703) 841-4880 If 
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THE CAMPAIGN FOF THE GALAPAGOS ISLANDS
 
TARGETING INDIVIDUAL DONORS 
(BastdIn a pi( st riltatonlv A,hhy Bort n, interest inlnatural history and conserx ation, she decided to look for a donor who could 
Ductttot of the Canpaign,at ThL Nattwe and the ability to make a suhstantial contri- give slbtantial portion of the campaign
Const iIvancv'shlming Wt c July butilon So the placement of a staff person in goal in a singlc donation It seemLd dIffi-SkIIls 
1988) the islands to mcet visitors, glVc presenta- cult, to he sure, but no more difficult than 

tions and get to kno%%those %iho would he finding and asking hundreds or even thou
he Campaign for thtc the best potenutal donors, had a good prob- Sands of people to each give $1,000 AshleyGalapagos Islands 

, o-) ear fundraising campaign ability of paying off Sotnc %isitors, told dur- dcLided
sas a tN, to scel,tsso to threC, donations of 

sponsoied hy The Nature Conscr ancy Wc Ing thcir visit of thc ongoing camlailgl 'o more than $100 000 each, fifteen to thirty
succedLd in raising a $1 5 million endos - huld an cndos,ment for the Rcscarch SI 5,000 - ',50,000 gifts, and tie rcmtnamder 
ment for the Charles Darwin Ioundation Station, made on-the-spot comntments to in small gifts ($35 - $1,000) In each cUte
and its Rcscarch Station Fle camtpaign support Ihc campaign Othirs adkICd their gory e\ceIt thc last, her task was to 
began in 1086 and concluded in April names to the list to rccetie niole inlorma- rcscarLh and then make contact with )eople1988 All lunding has bken sent to the lion " When thc representatic set lIs of and institutions that could niakc donations 
Charks Darwin Foindatton in th Nisitors to tilstaif in Washington, thesc of the indicated sizc (small donations Nsere

Galapagos Islands 
 lists were already annot ited with whatcver sohcItcd by mass mail) Structuring lii 

Ihe ampailgn cmploycd tfircc full- information the rcprcstntaIIc could pro- piospect list according to thc size of dona
tie Pt_rSonncl Ihrtlcctor A',hley Borcn, a vildc The Washington stalf thcn checked tion she would be soliciting also helped her 
Sccrctaly baSI in Washington, D C , and a thes lsts against lists of people who had organ e hcr tImc and priorities, making
ieprescnIaliis c in (Gal,Ipagos already made donations to The Nature sure tI at she gave enceugh time and itten,
IlhI funclraising proc.ss htd tMso Consersancy, and against standard icelr- tion to i'cr hcst prospects for large gifts
 
points of cmlthasis In iht 'nitccl 'Silies encc hooks Mcmbers of the committee ilso -let rirst challcnge \kas to identify that
the clirccior of thc canpaign ind inc ners lookLcd at lists of visitors 
to poin t out those f[ist largc donor and dtermine how to 
of thLCampaign Comiiiittce soicitcd funls s ]homight he good prospects foi large gift,, make cont, ci Si clcccled that since the
 
in traditional s\.a s fron incli Iduals, 1bun- With 1iLhccomittc 
s hclp, the U S staff Galap.,g,,s arc an Ecciadot ian national park

dations and corporations InItht Islands mIade afppointicnts to %iSitthosc rtc.[It a' ILdmany of its visitots arcfront the United
 
the rcprcsentaut had , onatct \ ith ia
\ists tJ States, ticL 

informing thcin of tik hiological inltpol- tions, ,nd scnt follos,,-cip lettcr. with addli- made jointly by thc go\ ernments of the
 
tance of the iSlands aiid lIc oi k of thc tional nloi mation and rccluesis for contri- United States and lciuador 'he first soicitt-

Station IILc 


Icrs ho might gisc substantial dona- initial contribution should be 

dL\ isctl a sysicin to rcgister ilw hutIIOnls to tLcrcst ed a matchinlg grant from the U S Agency,
names an( addresses of all \isitOl to thc I lic \t IoLlS of the caml-contdc for lncrlnational tcs elcpment, thn
 
islands paign-building an nc1lOmenit cind [or reccived the ic luntlllg cinds from lkh
 

01nc of tilmost Important fIatttrs
lead- ihc Charlcs [)ai kin I ocindation-proved to Ecuadorian go crniicnt Ihe total from the
 
Ing to succcss Was tic IcadeLship pro ild be both an adsantagc and a disackl anitage It two gosernments was 5300,000 Sercing the

by til\clunitcr colllltte choscn as c.ilce-
 madc for clcal and d1 Ltlprsc nitations, and t\so governlc nis' partiicipaionu tcncoulragect

tors of the campaign The mcnihcrs of this it was cask for potenIialcdonoils to ICLc\aci- Te'aco, a wellknown corporation whilh
 
committee, all \Cry inlucntial peopll, ly 1o1M1n101 nioncy \\oulcld b ins cstcd does a 
lot of business in Eciaclor, to follow 
sen ccl as tL canpaigns first donors, host- I lo\sc\r as a rile, cndowinlnt Finds arc with a $100,000 grant I ach of tlhose Iargc

ed social escnts \%heic potential donors Ilhm1ost dlilficult to rais Many inldivclcial donations \,Ias solicited incl\ illially, with
 
\,ert tclaltd and introduced Ashley to donors prcfcr, and many focindation clonos ptlisonal s isitS to thc apploprihte rc prescl
their frilcnds and assouiatts for l)IcSctLt.tIons redlcuir(c that iLir cOlntilbcitiOnS he tiscd to taIl\+vcs
and a proposal written spccifically
about the canpaign Ihc clciiFICaion of1 actually aclnc\t ilt statccd purposes in a for 1ilk pariitulai istSli.tion I L fact that
 
potcr lenltets of thi0,comittlee, and glscln ptIOld of timlc rather than inlvested to
ntial these otiginal large grants tokcrcd the can
persciicling thciln pro\ide a rc l,tito scIs c, \,as a criti,il Sicp lcL paign S 0platilgcly small flooff1' Jonic costs c nahlecl the staff toin the campaign Ilh OmliL11c( included from iltcsil begin informing all potent ialdonois thai 
EciaMor s President and Miniscr of Anothc r imnpoitant preliminary sic p (cLy' pcnny of their cont,IhUtiOn ,otuld go
Agricultcirc, the Stcrcary I ncrittis of thc was to prcpare, t Strategic plan for the tin- cliectl) to the proj.ct (tt( cl~dOtwnlenl)
.Smithsonian Institution, 's Didlon Ri plcy, philgn , icliI ing its goals, th1cetlhod .andnot to adtinistition I his pro\ ed to 
\sho was chairman of the cOlllnllttcc, Ashlc) \kotcuSl to aChievc tL In and thc IX a po serhil sclling toolc hil 
c\ecutle officers of ml1ntional corpora- I inc1., In rsonmtcl and bIdgct she \% IecdoIlc nWhen she had her recIcests lo tchesc 
tions and pronut.c nt Sciltis'- and aciadc- to do so 1 hc plan was rcs isccd ccr)' si\ large clonations m process, plcis incls icUal 
tines Besidcs It ninlg ciclihilty' to thecam- months hut cs cn ii its,initial iough draft, it rcLficLsts to hcr comintic ineinhLcrs, Ashlcy 
paign hy allowi,ig thLir names to Ix Used in s,,ts in Important tool for recrcitiing mcm- was rcady to prcpare publications andconnection with it tihi gloup ssas able to hers ol the leadership conmltlttcc and solic- IPunch the camp ugn publicly She hned 
opcn dooms for the talf, allm ing them to Iing the first donations Following IL rule her staff, producl a brocture cLcscribing
meet and tall, \ith pcople whol they could of thumthat tahe Campaign's aclminstiative the islands, thclir biological importance and 
not have made con'aci W'ith on their oss n Csts , should not csceccd 10% of Its total the canpaign, and \%lot(,a longi r 'case
Many of the comllittcc s menbc rs had \ i, goal, Aslc)y pl.nnccI hIl opc rations hudgct statement' With 1IcLc cdcti1ls ,ahocit the
ited the Galapagos Fhcis Ohc mcnmhers of at $150,000 nla\1ncul for tht €>15 million calpaign, beatitful color photographs
the committee \sere ablc to prescint the cinptIlgn 1 his SI150,000 would hi\e to which sv'crc pastcd inh, hand and a 
campaign baird ol thci own pirsonal inLcic her o\sn salary and the salaiics of detaILd bulget icnituying the Rcscarch 
e\perience trips to 


In a sense, the Galapagos are an idcal isit donors, mailings anclso foth 

heIstaff, ]lcr costs for h clioctns, Station s prolecIS and ncccfs that Ihc cIlnl

paign would Sui~liOt t Illt tase statement
focus for a campaign of this t)pc becausce i Rccognizing that hlcr tinc and was prcsented p rsonally (by AshL) or by 
.sit to the Islands IStypically Very' long and tesources to contatct donors would be limit- a member of the coIunttcc1 ) to donors who 
expensi\e, and thus all those who visit can ed, Ashley knew that she would has'e to might gise largc sints The brcchure, with 
be presunlLd to hsi\c both a fairly strong To begin, T\iL1make the most of ca1chcontact collnimuLtd Llon p'g( 
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FHE CAMPAIGN FOR THE 2:ALAPAGOS ISLANDS CONTINUED 

a co%er letter signed by Secretary Ripley, 
was sent to all visitors after they had 
returned home More than 25% of the 
v'isitors solicited rcspondcd, giving some 
$100,000 in small contributions tless 
than $1,000 each) Ho'cver, tC majot 
part of thr stafl's timc wis spent in con-
tacting major donors 

Althou o thcrc wcrc a fcw suhstan-
tial donations from go\s rnmcnts, corpo-
rations and foundations, most of the 
donors to the endoiiinl \ crcldin id-
uals Some of them vcre ploplc \sho 
had riot alrcady bern donors to the 
Conservancy beforc ill( Gal Ipagas cam-
paign bcgan (One of the conditions 
established at the beginning ol tht cam-
paign had ben that Ashie5 wa, not t 
contact donors who scic ,,lrcadv bking 
ctultiated or solhcicd or gifts to othr r 
progranis o tic ConscI anc ) -o find 
new donors, Ashlt) hc r stall ind lIcr 
commttec conlutdL c\tcnsxi\ 
researcl- -nry bcgan %%ithall their o%n 
friend~s and associatcs who had %isitcd 
the islands or e\prssLd an intcrcst in 
them Some pcople came to tihtall' 
attention when the) rcspondcd to atmail 
appeal with a rathcr large cluck (,I 000 
or more) In tliesc cases Ashic) or hcr 
staff would call to thank them personall) 
and try to find out more about thcir 
intcrest, in case they might make anoth-
cr, Iargcr contribution iirr on fhe 
campaign kcpt c\tcnsive files on carLI 
donor and potential donor, so that ssho-
rvcr made thr solicitation would have as 
much information as possible befo-rc 
making the rrquest 

Ashley did much of the caling on 
donors hersclf She points out that the 
attitude she prestnted to ' .se notential 
donors was very important, esn though 
at first her job was hard A )car aftcr the 
campaign had start d, with the big gos 
ernmental contributions still in proccss 
and not yet in, shc had raiscd only about 
10% of her financial goal, and yet it 
important to c(,,'incc each of tile potcn-
tial donors that their contribution would 
fuel asuccessful campaign, one that was 
sure to achieve its goals, and that the 
contnbution about to be requested was 

an important step toward success Ihis 
she did, and esents ultimately provcd 
her right Still, it was hcr own belief in 
thc cause and In the campaign that 
cnahlcd her to pioceed confidently and 
succcssfull) 

1he process ol cultis ating ,,ch 
potential donor sometimes strItched out 
osera consildrable tlimc Usually Ashl) 
sodlcd with a mcmber of ht r committee 

to gct an appoinmirn to scc the potcu-
tial donor SomIcmlcs this souldl mean a 
notc Scnt by the coninuItre member 
asking thc potential donor as a favor to 
hasc a mecting \sith Ashley and telling 
hn/her to c\pect Ashley to call for an 
appointmnt Somcmmes, in thc case o 
vcry important, ,,or) buss pcoplc, tiL 
comnuttcc mcmnber ssmld makc Ihc 
appointmrnt for Ashlc or ac011ual[ con, 
along on thc \ irt (1hi sccrctarics of lkc 
mnLmbrs ol hlcr coninmmitce betat 
important allics, prcparing many letters 
for thcir bosses signaturcs Icqucsting 
that a rollraguc find timc to sc Ashley 
whcn slc talltd for an appointnent ) 
\Vhcn making the apmp'intnlcnl Ashmey 
usually stattd that htr pcirpos ssas "to 
(10 IdtiC' about tile (,alapagos cam-
paign (1tssolicl base bccn much hardcr 
to get an appointncnt to ask for 
moncy'--it is c\trtmly important to 
wait for thc right moment to address tht 
question of monc)-and slit did inded 
want ad%ic as wrtl ) 

Ashlc) didn t simpl, wcai for tile 
right moment to ask for acontribution 
She workcL actively to creatc it Making 
her first visit to a potential tdonot, to t1 ll 
him about tile campaign and ask his 
advice about ampamgn tactics and 
potential donors, shc looked for oppor-
tunities to speak to that prrson about his 
interests in naturr and conscraton-
perhaps commenting or, a picture or 
memento in thc office, a mutual friend 
or colleague wh'om she knew who had 
viassited Galapagos ctc Sometimcs she 
asl ed il thc potential donor would be 
interested tii making a trip to the 
Galapagos (the campaign offered group 
tours, charging enough to coser costs)
Somc potential donors wouid be invited 

to social events where they would nun
gle with several of their peers ssho had 
contributed to the campaign The larger 
the dollar amount being sought, the 
more cultivawon was cirricd out In each 
case, AshLy used aserirs of contacts, 
irst to build asense within each poten

tial donor of intcrest in tile campaign 
(ask hir, to do somcihu ,, Ic , introducIC 
hcr to sotconc lsC so thcy Would feel 
morc irisolscd) Nemt shc helped build 
ins olsciicnt and concLin with the future 
ol the islands, anti conficlencc Ill il 
campaign aicl the work ol thc Rrsrarch 
Station as strong \eliclcs to acluve the 
dLsircd outcom 0I conscrvatton and 
contincuedl scicntific rescarch Once this 
was achiecd, ihr momrnt %sasright to 
ask for acontrblutmon 

When thc moniLnt LamIIc to make 
thc rclquest it requited a jcmdgment call 
whrthc r Ashlc) should make the rcquest 
or wcilhcli a rcnber of the committce 
should accompany Ilcr to make the 
rt luest hmst If Almost all major contri
butions wcre requtsted in pIlson 
\Vhorscr madc thc Ircluest askcd for a 
specific amount )oinimncs the donor 
would gic that amount, somctmes hc 
ssould gmsc a smallcr amount and somc
tim' , the potential donor would declinc 
Ashlcy made apoint ncser to leave with
out asking for somethilng-ouc the 
person perhaps suggcst namrs ol other 
peoplr who might Ic interested in par
ticipating in thc campaign, or might he 
host an es cnt at which the campaign 
could be prcscnted? 

Again, Ashley s positive ittitude was 
her most important tool I er own belief 
in the campaign made it possible for hcr 
to approach potential donors with the 
conlIcdencc that what shc was asking was 
worth her timc and theirs, and that her 
request \%as actuaiy a way of offering 
donors an oppoitunity This same confi
dence helpedl hrr rlral with negatise 
responscs and rome from each meeting
with something for the campaign, 
whether that particular individual had 
made a financial contribution or not 0 
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INTRODUCTION

T he Self-Sufficiency Program has consistently 
encouraged skills development in proposal 
writing and grantsmanship to assist Latin 
Amencan and Caribbean nongovernmental 

organizations (NGOs) in tapping into important U S 
and international foundations for support While pro-
posals are often written for U S foundations, they can 
also be a major vehicle for attracting the attention of cor-
porations, foundations, individuals and gove, :tr,-ntal 
institutions in your own country 

This chapter includes guidelines and examples for 
writing a complete, well-planned funding proposal 
While the text refers to the standard format most com-
monly used for foundation proposals, this model is also 
excellent for proposals to major individual donors and 
corporations Some of the new ideas for this chapter 
were introduced by Victor Hugo Naranjo during a pre-
sentation on proposal writing "[Conservation Training 
Week 1993 Victoi Hugo Naranjo and other staff of the 
iJveio nent Department ,, Fundacion Neotropica in 
Costa Rica also thoroughly reviewed early ,.ditlons of 
this chapter The actual case study examples used 
throughout this chapter are excerpts from a suc-
cessful proposal developed by Cristian Vallejos 
of the Fundacion Amigos de la Naturaleza (FAN) in 
Bolivia • 

F OUN DAT IONS 

F oundations are the answer to every fundraiser's 
prayer After all, they're in the business of grant-
ing money to deserving organizations like yours, 
so you don't have to feel awkward or embar-

rassed about asking Just write yourself a good proposal, 
send it in, and wait for the check to come in the mail 
What could be more straightforward? 

As the materials included in this section will show, 
the process is somewhat more complicated than that 
Just as with any other potential donor, you will have to 
invest a considerable amount of time in research to 
determine which foundations are the best prospects for 
funding your programs, and which of your activities will 
appeal most to these foundations Competition for foun-
dation grants is intense Most foundations receive many, 

many more proposals than they can fund The process is 
often lengthy, and it is not unusual for two or more years 
to elapse from the time of yot r first contact to the day a 
check arrives 

Therefore, foundation funding is appropriate only for 
needs that can be foreseen well in advance Most foun-
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dation funding is not renewable for more than a year or 
two, and so should be reserved for piojects that can be 
completed within a short time cycle, or picked up by 
other sources of funding Many conservation organiza
tions have suffered severe financial crises when a foun
dation giant upon which they had become dependent 
ran ,, leaving them with no alternative but to lay off 
stof and shut projects down As a rule of thumb, it is 
not wise to depend on foundations for more than a 
quarter of your income Fhe Nature Conservancy 
receives some 11% of its funding from this source 

We should start by (learing up some confusion 
which has arisen over the use of the term "foundation 
In this chapter we use the term "foundation" to refer to 
grarit-giving, private-sector entities that provide financial 
support to different activities Usually these foundations 
make grants based on formal requests (proposals) 
Typically you can recognize them because their names 
will include the word "foundation," "fund" or "trust" 
However, and this is the confusing part, some other 
types of organizations also use these terms World 
Wildlife Fund, \V Alton Joaes Foundation and The Pew 
Chat itable Trusts all give grants to groups like yours But 
Environmental Defense Fund, the Friends of the Earth 
Foundation and the Forest Trust are educational and 
advocacy groups who use the money that they raise to 
carry out programs of their own Island Resources 
Foundation makes small grants to Caribbean NGOs and 
also carries out programs of its own The point-use a 
directoryl Consult the Foundation Center or Foundation 
Directory, or other reference miterials identified in this 
section, and then call or write t.le foundation to be sure 
you understand its programs before you invest your 
valuable time preparing a request 

The procedures for making a foundation request, 
and tips on proposal writing, contained in this section 
represent the best advice of e\perienced fundraisers But 
they are not hard-and-fast rules for any particular pro
ject or foundation Most foundations have established 
procedures that grant seekers are required to follow It's 
always a good idea to write and ask for a foundation's 
guideliaes and an annual report, which will tell you 
what projects the foundation has supported in the previ
ous yea' 

This chapter concludes with a reference list of select
ed foupdations and sources of information about foun
dations All of the reference materials cited pertain to 

U S foundations that make international grants Do not 
forget to research donor foundations based in other 
countries, especially your own 
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PROCEDURE FOR MAKING your proposal The next section will give more detail 
A FOUNDATION REQUEST on the process of writing your proposal But as you 

prepare for your meeting, keep one more point in 
1 Research the foundation and its interests Ashort list mind Don't do all the talking yourself Listen Ask 

of foundations that makes grants 'ir conservation questions Find out what interests the donor has and 
projects is included at the end of this chapter You what expenences he/she can contribute Let the donor 
can also consult The FoundationDirectory,The set the tone and style 
InternationalFovndatzon Directory, Taft Foundation 4 Write your formal proposal a 
Reporter,and other reference books You can order 
these books from The Foundation Center (see address 
list at the end of this chapter) or use Foundation WHAT IS A SUCCESSFUL PROPOSAL? 
Center libraries to research potential foundation 
donors when you are in the United States Write to he answer to this one is easy a successful pro
the Foundation Center for information1 posal is judged not on its brilliance of writing

2 Write a brief letter to the appropriate foundation and style, its clarity and originality, or its perfect 
official and ask the extent (if any) of the foundation's description of your organization's objectives A 
interest in your programs successful proposal is one that gets funded Although in 

3 You may choose to follow up )our initial letter with this section we focus on the process of writing, it is 
a telephone call or personal visit to the donor founda- important to remember that no amount of virtunso wnt
tion Personal contact can help ensure your request ing will make your proposal successful unless you have 
will "stand out from the crowd" of organizations followed the basic steps of iesearching your potential
requesting funding But don't make the mistake of donor, cultivating the donor and addressing your propos
using personal contact to take the place of a clear, al to the donor's specific interests It'salso necessary to fol
concise, well-thought-out proposal International low whatever guideline; the donor may have established, 
travel for donor contact is an extremely expensive meet his/her deadline,, and be sure to have all the neces
venture Ifyou plan to visit a donor, write or tele- sary attachments and do,_umentation Proposal writing is 
phone first to make sure that the donor is willing to only one step of the fundraising process described in this 
see you and the visit will be beneficial to you both manual Your success in each of the steps will ultimately
Then, before you go, review the points you wish determine the success of your proposal 
to make in the discussion Some organizations prepare a comprehensive proposal 
- State the purpose of your visit and the request or case statement that includes all their planned activities 

Describe the project for which a grant is requested for a period of one to three years This is a very useful 
Suggest how the project might fit in with the recent tool to use when you are unsure of a donor's particular
philanthropic interests of the foundation interests and would like to show him/her a "menu" as 

- Justify the amount requested part of the cultivation process, it can also be used as an
 
"Outline the benefits or values your project will attachment to a specific proposal to show how the partic

produce, state its current relevance, significance, illar project for which you are seeking funding fits into
 
urgency, need your organization's overall plan and budget Acase state
,Show why your institution is well qualified to ment by Fundacion Moises Berton is included at the end
 
undertake such a prolect Bring supporting materials of Chapter VI However, in almost every cicumstancc 
such as annual reports, pictures and brochures of requiring a formal proposal, the "general menu" will not 
successful projects be enough You will have to prepare a more specific

"	Describe how the project has been carefully planned iequest geared to a particular project that is within the
 
for soundness and effectr'eness, and, if pertinent, funding capability of your donor, with very specific
 
state by whom it was planned details about how you propose to spend his/her money


"Take along your case statement or plan document Some organizations also prepare a general proposal for 
"Explain the qualifications of the person who will each of their projects This is a very useful thing to do 

administer the project Foundations most often However, these general proposals should almost never be 
give to qualified people used to make a specific request Instead, they should be 

"Promie to keep the F. indation appropriately used as a draft from which you adapt an individual pro
informed on the use of any grant it may make posal for submission, taking care to address the particular
In fact, the points you want to make in your meeting donor's interests, and following whatever format guide
are more or less the sane as what you will write in lines the donor may have When you have a lot of pro

posals to prepare, it may seem appealing to write a generic 
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version and make lots of photocopies Indeed, if you do 
that you'll get your proposal out to many potential 
donors But the bottom line is success, and in the long 
run you'll do better if you target a moderate number of 
proposals for a high rate of success than if you "paper the 
world" with proposals that have little chance for success 
Each proposal that you write and send should be person-
ally addressed to the recipient 

One final note a formal proposal should be used 
when circumstances are appropriate Most grant-giving 
foundations require that you make your request in wnt-
ing, via a formal proposal, but some do not accept propos-
als until they have reviewed an initial letter of inquiiy 
Some require a "two-pager," or proposal summary, before 
they'll accept a full proposal Corporations that have well-
established giving programs may ask that you make your 
request by written proposal, and may not require (or per-
mit) a meeting beforehand The best approach to individ-
uals, however, is usually a request made in person for a 
specific amount whose use you have explained In some 
circumstances, where corporate or foundation guidelines 
do not explicitly discourage it, you rnght send an unso-
licited proposal It can be a good way to introduce your 
organization to a smaller foundation that may not know of 
your work, or to have a proposal considered by a corpora-
tion that you may not be able to visit personally Ingener-
al, however, unsolicited pioposals have a lower effective
ness rate than those that are a planned part of the eight-
step fundraising process discus:ed in Chapter V So suit 
your strategy to the source as carefully as possible 

GATHERNG THE 
INFORMATION You NEED TO STARTF irst, you nmust have a project or other funding 

need with clear goals and objectives Meet with 
the project manager and others involved with the 
project so th3t you can be certain everyone agrees 

about the who, what, when, how and why of the project 
If there is disagreement on any important aspect of the 
project, stop Don't even try to write a proposal, because 
to move ahead vthout organizational consensus does 
your group and potential donors a great disservice You 
want to succeed, so take the time to discuss the issues At 
the end of this process, write down the project goal and 
narrow down the project oblectives to no more than five 
Everyone involved should be comfortable with these, and 
confident that they advancc your group's overall mission 
rhe project objectives should be ambitious, but also real-
istic and achievable As a final step, ensure that your 
objectives are specific enough that you can lay out a bud-
get for them This will give you a sense of whether your 
ideas are clear enough to begin writing them down 
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THE BUDGET 

The heart and soul of any proposal is the budget After 
all, it shows exactly what you're asking the donor to pay 
fort This is where you should start the process of writing 
your proposal Woik with the project manager until you 
have a budget that is detailed and clear, and reflects the 
closest possible estimates of the real costs you anticipate 
You and your executive director or president should be 
able to tell, just by reading the budget, how many per
sonnel will be assigned to the projcc,, for what time 
period, in what positions It should be clear what equip
ment will be purchased and for what it will be used If 
land is to be purchased, the budget should indicate how 
many hectares or acres and at what cost Ifservices aie 
to be contracted (lawyers, accountants, wrLers, consul
tants), it should be clear what these services are and how 
they support the project Tiavel budgets should indicate 
who is travehng, where they are going, how many trips, 
of what duiation, specific transportation and per diem 
expenses You cannot write good tet until your budget 
is in order' We offer a bad example (Fig 1) and a good 
example (Fig 2) to compare the differences 

FictlR I 

BAD EXAMPLE OF A SAMPLE BUDGET 

Sea and Sky National Park Project Budget for 1993
1995 Equipping Park Guards for Management and 
Protection 

Supervision/Personnel 70,500 
Publications 
Equipment 

1,700 
1,220 

Trails 1,775 
VehiclesResearch 27,50012,000 

Community outreach 3,750 
Project administration 4,125 
Training 1,700 
Evaluation 1,000 

TOTAL $125,370 

If your org ,nization has prepared an organizational 
strategic plan, or a plan for this particular project, you 
will be in good shape at this stage of the process Your 
strategic plan will contain many of your project's goals 
and objectives Withou- it, you will have great difficulty 
creating a budget like this If you have done your plan
ring, you will find that the budget needs, and much of 
the supporting text you will need for the proposal is 
already available to you This is yet another good reason 
to prepare a strategic plan and keep it up to date' 

Also, before you begin to write, gather as much 



I material as you can that's already been written about thisFIGORE 2 project or similar projects-correspondence, articles,GOOD EXAM PLE OF A SAMPLE BUDGET brochures, papers Look for articles by respected scien-

Sea and Sky National Park Project 1993-1995 Budget 
Equipping Park Guards for Management and Protection 

Year 1 Year 2 Year 3 Total 

Project director 
Salary 18,000 20,000 22,000 60,000 
Benefits 
Subtotal 

Preparation of map/guide
edional consultant 
(2 months at $300/month) 
artist fees 

3,000 
21,000 

600 
200 

1,500 
23,500 

4,000
26,000 

10,500
70,500 

600 
200 

printing 1,000 copies 
Subtotal 

500 
1,300 

500 
500 

1,000
1,800 

Office supplies for 
park headquarters staff 
computr 2,000 -- - 2,000 
printer 1,000 - 1,000 
disktites & 
computer suppls 
2desks 

200 
300 

200 
-

200 200 
300 

3 file cabinets 225 - 225 
Sabtotal 3,725 200 200 4,125 
Field equipment forpark guards (6) 

2 tents I0 -- - 100 
6 sleeping bags
6 pairs of boots 

435 
180 

--

180 
435 
360 

6 raim ponchos 100 - 100 
6 backpacks
Subtotal 

225 
1,040 180 

225 
1,220 

Trail construction/transpori 
foi %olunteercrews 
' J0/rIle 
lunches (3u) 

225 
100 

300 
100 

250 
100 

775 
300 

materials for 
construction of 
trmlmarkers 300 200 200 700 
Subtotal 625 600 550 1,775 

One four-wheel-dnve 
truck for use b) project 
manager and park guards 25,000 25,000 
Maintenance 500 1,000 1,000 2,500 
Subtotal 25,500 1,000 1,000 27,500 

Research Four fellowships 
of three months to students 
at national unveraity
doing field %ork inthe park
Subtotal 

4.000 
4,000 

4,000 
4,000 

4,000 
4,000 

12,000 
12,000 

Community outreach two 
workshops (20 people) 
Staff travel 
Materials
Pnnting/mailirgSubtotal 
Sbttal 

1,000 
150 
1001,250 

1,250 

1,000 
150 
1001,250 

1,25n 

1,000 
150 
100

1,250 

3,000 
450 
300

3,750 

Training for fundacion 
staff assigned to project 
attendance at international 

1,400 1,400 

park management seminar,
June 1988, San jose 
Subscnptions 100 100 100 300 
Subtotal 1,500 100 100 1,700 

Project evaluation 
consulant fee 1,000 1,000 

TOTAL $59,940 $30,650 $34,780 $125,370 

tist. and authors that will give credibility to your case 
Quote from these articles in your proposal

Equally important, you will need as much informa
tion as you can get about the donor your proposal will 
be addressed to Write to ask for the donor's guidelines
for writing a proposal (most foundations will supply you 
with this) A copy of their annual report will give you 
information about the types of activties they fund, the
 

size of their grants and the terminology they feel com
fortable with Keep notes from meetings with the donor 
or people who know the donor Remember the golden
 
rule, that people give to people Personal contact is
 
extremely important because even institutions give to

other institutions thiough people 

SUIT THE FORMAT
 
TO THE DONOR'S REQUIREMENTS
 

What follows is a general outline that includes most of the 

types of information a grant-giving foundation would ask 
you to include in a funding request It will serve as a draft,
and in some cases even as a finished proposal, but the 
important thing is to find out what the donor expects and 
follow that format' This will vary from donor to donor
Remember, a successful proposal is one that gets fund
ed-and that means, besides being well written, that it is
submitted on time, in the correct form and with all the 
required attachments Usually, the attachments requested

will include your most recent audited financial statement,
 
your operating budget, certification that your organization 
is a bona fide tax-exempt group, resumes of key project
personnel, and sometimes letters of reference Know what 

your donor requires 

GENERAL PROPOSAL FORMAT 

EXECUTIVE SUMMARY 

Write this section last Try to summanze each of the sec
tions of your proposal in one short, clear sentence Gce 
help from an accomplished wnter if you can, this section,
and the cover letter accompanying your proposal, will 
make that all-important first impression on your donor If,
after writing the iest of your proposal, you still have diffi
culty summanzing each section in a concise and direct 
setec oniehe that ro
sentence (or two), consider the possibility that your pro
posal text is still not sufficiently clear and specific, and 
consider revising the proposal itself This section is 
extremely important, because in the case of busy founda
tions, it may be the only part they read as they "scieen" 
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CHCKLIST FOR 
EXFCUTIVE SUMMARY: 

"Belongs at the beginning of the proposal 
"Identifies the grant ,,pplicant 
"Includes at least one sentence on credibility 
"Includes at least one sentence on problem 
• Includes at least one sentence on objectives
SIncludes at least one sentence on methods 

" Includes amount requested in this proposal 
"Should be bnef 
. Should be crystal clear 
"Should be interesting 

proposals if your summary is outstanding, you'll increase 
therlikelhoosad t yourummaryoisposta inbe ullreadINaturaleza 
the likelihood that your proposal will be read In addition, 
when your proposal makes the final cut, you have made it 
easy for the staff to take a summary of your request to 
their Board of Directors for consideration Foundation 
staff will love you fOi this because it saves them work 

Here is a checklist you can use to go over that all-
important proposal summary before sending it in 
Remember that this, along with the budget, is the most 
critical part of your proposal Try to write it when you are 
well rested It is difficult to do a good job at this when 
you've just spent eight hours thrashing out the body of 
your proposal Put the document aside for a day or so, 
then re-read it and write the summary And remember, 
the shorter it is, the better-never more than one page 

Cristian Vallejos of the Fundacion Amigos de la 
Naturaleza from Bolivia shared one of his excellent pro-
posals with a group ol participants at a proposal wnting 
course during Conservation Training Week 1993 Their 
assignment was to write an Executive Summary based 
on the proposal The finished product below is a good 
example of an executive summary 

NEED FOR THE PROJECT 

Your donor's most important question about any project 

you submit will be, "Why should we become involved 
in this? ' Begin by identifying the problems-n the 
world, in your country, in your community-that your 
project will solve 

The following example of a needs or problem state-
merit is taken from the same proposal by Fundacion 
Amigos de la Naturaleza 

This needs statement is very clear and very specific 

world (tropical deforestation) rather than an internal 
"process" difficulty of the organization Reading the 
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COMMUNITY RESOURCE PLANNING 
AND MANAGEMENT IN AMBORO 
NATIONAL PARK, BOLIVIA 
EXECUTIVE SUMMARY 

"Pressure by human settlements upon protected areas in 
Bolivia, and throughout Latin Amenca, is a major problem 
that threatens the conservation of the impressive biological 
diversity that they shelter While-implementation of pro
tection enforcement measures is a necessary condition for 
the conservation ofprotected areas, it is not enough to deal 
with the causes of increasing human pressures that threat
en them 

This has been recognized by the Fundac16n Amigos de 
la Naturaleza (FAN), a Bolivian nonprofit foundation cur
rently providing vital assistance to over 6 5 million acres ot 

protected areas in our country Fundaci6n Amigos de la 
has thus developed this proposal for 

Community Resource Planning in the 15 million acre 
Ambor6 National Park, an area of tremendous biological 
and social significance 

The Ambor6 Park project intends, over a three-year 
period, to reduce human pressures upon Ambor6 National 
Park by motivating five peasant communities, located in 
the southern area of the park, to plan the sustainable use of 
their resource base This will involve the development of a 
participatory methodology, the assessment of the resource 
base, and finally, the preparation of local plans The meth
odology developed by the project and its results will be 
shared with the management and settlers from other parks
through a workshop and the publication of amanual 

For this purpose, Fundac16n Amigos de la Naturaleza 
respectfully requests of the - Foundation $. , 

representing 50% of the project costs This work repre
sents a hope for the future of Bolivia's biological diversity 

GOOD EXAMPLE 
OF A NEEDS STATEMENT 

"Most protected areas in Bolivia, and throughout Latin 

America, are subject to increasing human pressure which 
threatens the conservation of their biological heritage This is 
because parks are being created without management plans, or 
the financial resources to implement them, critical poverty lev
els and restrictions to land tenure that push migrants to settle 
ir, areas of high biological value and ecological frailty, and the 
use of unsustainable technologies such as migratory agricul
ture and overgrazing

"The implementation of protection measures is necessary
for the conservation of protected areas, but these measuies do 
not address the increasing human pressure that threatens 
them Moreover, there are many frustrating examples where 
protected area managers have alienated the local population
and have generated a situation of constant conflict Therefore,it is necessary to develop alternatives that address the needs of 
the local population and are compatible with the long-term 
conservation of biological diversity 
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CHECKLIST FOR GOOD EXAMPLE OF 
NEEDS STATEMENT: PROJECT GOALS AND OBJECTIVES 

* Relates to purposes and goals of the organization "To reduce pressure upon Ambor6 National Park by* Is of reasonable dimensions "ordc rsueuo mo6Ntoa akb
Issupported by statiscal evidence from authortes facilitating parucipatory community planning for the

Is sppotedby romautoriiessustainabletatstial eidece use of the resource base* Isstated in terms of the people who will benefit 
* Isdeveloped with input from beneficiaries 
* Isa statement of a real problem, not the "lq-k of 

a method" 
* Doesn't make assumptions 
* Doesn't use jargon 
* Is interesting to read 

example, you can clearly visualize the problem and 
imagine what the results would be if nothing were done 
Reread the example and consider what you would add 
to further strengthen it 

GOALS AND OBJECrIVES 

This secton should flow naturally from the prevous 
one Since this is where you started, by meeting with 
others to clarify the goals and objectives of the project, 
you should have no trouble here Aproblem has been 
identified, and you are proposing a solution If the 
donor provides you with the requested resources, what 
will you accomplish? At the end of the project, what will 
have been achieved? 

Following is an abbreviated section of the FAN pro-
posal which spells out the overriding objective of the 
project and then provides a series of specific expected 
results (or sub-objectives) by year 

Note how this section of the proposal concentrates 
on measurablc results that will be achieved There is a 
clear commitment not only to a whole series of results 
but also a general time frame for achieving them In this 
section of your proposal, concentrate on concrete 
achievements that will mean success for your project 
One common mistake is to go into detail about the 
methodology in this section There is a big difference 
between objectives and methods, and you should be 
sure to concentrate on the actual objectives in measur-
able terms 

QUALIIICATIONS OF YOUR 

ORGANIZATION TO CARRY OUT THE PROJECT 


Describe your organization's experience and the back-
ground and skills of your key personnel How is your 
organization uniquely qualified to carry out this pro-
ject-that is, what skills, personnel, contacts, reputation, 
credibility and resources do you possess that make you 

Expected results 
i) GENERAL 

• Development of a methodology for participatory 
community planning and sustainable resource use. 

* Drafting of specific plans with five selected 
communities 

• Empowerment of local communities to assess their 
needs, to plan and design solutions and to seek 
resources needed to implement their plans 

i) YEAR 1 
•Assessment of the social, economic and cultural 
charactensucs of the communities in the southern 
limit of Ambor6 National Park 

* Assessment of the resource base of the communi
ties, the current use patterns and alternatives for
sustainable use 

io) 	 YEAR 2
 
Expansim n of the program to four more
 
communities
Improvement of community organization and 
self-reliance 

iv) 	 YEAR 3 
•Starting of implementation of community plans 
.	 Drafting of a final version of the participatory 

planning methodology and publication of manual" 

more suited than other organizations to carry out this 
particular project? This section should not be more than 
one page, even if your organization has been successful 
for more than a century The following sentences were 
also included in the FAN proposal, along with a section 
describing FAN's mission and institutional objectives 

In its proposal, FAN establishes that the project fits 
into its mission and strategic plan, and focuses on FAN's 
legal and historical role working in the area In this sec
tion it is often Iso useful to include 
* names of othei groups that you are collaborating with, 
* names of particularly well known consultants or staff 

whose involvement would be seen as a plus to the 
projcct, and 

- pievious successful experiences of the organization in 
developing similar types of projects 

Depending on the amount of supporting material you 
feel you need to establish credibility with the prospective 
founder, you may decide to include some of this materi
al at the end of the propoal as addenda Other kinds of 
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GOOD EXAMPLE OF QUALIFICATIONS 

"The objective is both congruent with FANs mission 
and builds upon specific institutional capacities and 
strengths Protection and management of the Park i 
coordinated between FAN, the UTD-CDF (the govern-
ment agency in charge of protected areas) and the 
SENMA-IDB project (ajoint program sponsored by the 
Secretanat for the Environment and the Inter-Amencan 
Development Bank) 

Under this agieement FAN is in charge of manage-
ment of the Park's southern and western limits With 
the Parks in Penil program, sponsored by The Nature 
Conservancy, FAN has provided for the basic protection 
of the Park by hiring and training field personnel, pur-
chasing vehicles and communications equipment, 
building camps, demarcating boundanes and financing 
field operations" 

things you can include in the addenda or appendix sec-
tion (so as not to clutter up the proposal Itself) arc your 
proof of tax-ext rnpt status, resumes of key project per-
sonnel, an organizational brochureAist of accomplish-
ments, a strategic plan and your organizational budget 

METHODS 

These are the specific activities that you will carry out in 
order to complete the project They might include hiring 
a project administrator, purchasing land, building infra-
structure, posting park boundaries, training park guards, 
building trails, publishing bulletins, hosting woikshops, 
teaching courses, writing letters, putting advertisements 
on television and Iadio, hiIng a scientist to conduct a 
survey-the fist of possibilities is endless Your methods 
are things that you will be doing, NOT things that you 
will be promoting, facilitating, coordinating or encourag-
Ing When you propose activities like these, always 
remember to specify how much and by when Do not 
confuse your methods with the project objectives 
Remember, methods describe the activities to be 
employed to achieve the desired results (your objec
tives) The demonstration of a new and pioneering 
method can sometimcs be an objective, but that is sel-
dom the case 

In the FAN proposal the methods are presented in 
the workplan 

FUNDING NECESSARY FROM OTHER SOURCES 

Are you asking this donoi to fund the entire cost of 
your project, or are there other funds needed in order 
to complete it? If other contributions are necessary you 
must state in your proposal how much you will need 
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GOOD EXAMPLE OF METHODS 

YEAR 1 
Dunng its first year, the project will focus on building 
the information base about the communities and devel
oping the participatory planning methodology The 
project will implement an assessment of the population 
and resource base in Ambor6's southern limit Project 
staff will compile basic data on the communities' demo
graphics, organization and resource use patterns to 
establish the information base for project monitoring 
and evaluation purposes A first draft of project 
methodology will be developed Based on this informa
tion, one community will be selected as a pilot site The 
selected community, with support from field staff, will 
participate throughout the assessment process 

YEAR 2 
Dunng the second year, project implementation will 
focus on expanding the program to five communities 
and producing plans foi each of them. rhe facilitation 
of the participatory planning process will involve com
munity workshops, field surveys and other pa ticipato
ry techniques, through which the five selected commu
nities will complete a self-assessment of resource man
agement issues The communities will assess the prob
lems identified and the solutions proposed, and will 
then draft plaits for the sustainable use of their resource
base The communities, with support from project staff, 
will implement demonstration activities to test the pro
posed solutions, and motivate participation 

beyond what you are requesting from this donor to 
implement the project successfully, and where you arc 
going to get the additional funds If any of the sources 
will provide in-kind suppoi t, state that here FAN clear
ly laid out that the donor was being asked to cover 50% 
of project costs over a three-year period and detailed 
other organizations that were being solicited for ,he 
remaining 50% 

BUDGET 

Now that your text is finished, go back to the budget 
and make sure that each item included in the budget is 
adequately explained by the text Make additions and 
changes to Your text as necessary to support the budget 
The budget you present should repicsent the Lost of the 
total prolect For e\amlple, if you aie ICquesting 
$100,000 as a 25% contribution to a $400,000 project, 
you would include the $400,000 budget as broken 
down on a yearly basis to allow donois an opportunity 
to understand the whole prolect F 
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SOME GENERAL SUGGESTIONS LIST OF FOUNDATIONS THAT 
MAKE GRANTS FOR INTERNATIONAL 

end the proposal with a brier cover letter, one or CONSERVATION ORGANIZATIONS 
two pages, that re-emphasizes the major points 
and tells the donor why the project should be John D and Catherine T Joyce Mertz-Gilmore 
funded MacArthui Foundati, Foundation 

Suite 1100 218 East 18th StreetA proposal can be anywhere from 2 to 20 pages in 140 South Dearborn StiL t New York, NY 10003 
length (not including addenda) Sometimes the donor Chicago, Illinois 60603 (212)475-1137 
will provide guidance, a good rule of thumb is 8 to (312)726-8000 CS Fund 
10 pages 
 W Alton Jones Foundation 469 Bohemian Highway 

* Have an experienced writer (preferably a native 232 East High Street Freestone, CA 95472 
speaker of the language you ate writing in) review Charlottesville, VA (707)874-2942 

22902-5178
the text (804)295-2134 Charles Stewart Mott 
* Send an original, not a copy Consider the appropriate Foundation 

use of pictures, maps and graphic illustrations to make Jessie Smith Noyes Foundation 1220 Mott Foundation Building 
the proposal more interesting Use nice statoney,but 16 East 34th Street Flint, Michigan 48502-1851

New York, NY 10016 (313)2j8-5651don't use the very expensive (or nonrecycled) type (212)684-6577 
Foundation people hate plastic binders and expensive Inter-American Foundation 
covers The Tinker Foundation, Inc 401 N Stuart Street, 

55 East 59th Street 10th FloorUse clear and drect sentences Avoid the passive voice New York, NY 10022 Arlington, VA 22203 
and impersonal expressions such as "It would be (212)421-6858 (703)841-3800
recommendable to" The Ford Foundation
Be succinct If you feel it is necessary to include 320 East 43rd Street W K Kellogg Foundation 
complicated or detailed plans, submit them as an New York, NY 10017 One Michigan Avenue, East 
attachment that you can reference in the text of your (212)573-5000 Battle Creek, Michigan

49017-4058proposal Conservation, Food and (616)968-1611
* Enclose your case statement or plan to show how Health Foundation, Inc 

this project fits in with your overall ob;ectives c/o Grants Management World Wildlife Fund 
* Think of your proposal as a legal contract If you Associates 1250 24th Street, N W 

230 Congress Street, Washington, D C 20037receive the money you have requested, you will be 3rd Floor (202)293-4800 
obligated to demonstrate achievement of each of the Boston, MA 02110 
promised objectives 0 (617)426-7172 Wallace Genetic Foundation 

Suite 400 
The William and Flora 4801 Massachusetts 

Hewlett Foundation Avenue, N W 
CONCLUSION 525 Middlefield Road 

Suite 200 
Washingtor, D C 20016 
(202)966-2932 

riting a good proposal is only part of the 
Menlo Park, CA 94025 
(415)329-1070 Conservation and 

site visits 

challenge You need to understand your 
donor's interests and appeal to them 

through letters, peisonal visits and even 
The successful proposal is usually not the tni-

The Lazar Foundation 
c/o Helen Lazar 
680 Madison Avenue 
New York, NY 10021 

Research Foundation 
Call Bo\, Conrecticut College
New London, CT 06320 
(203)873-8514 

tial form of contact with the donor, but iather the result 
of pre, ious discussions, exchanges of concept papers Andrew W Mellon Foundation

140 East 62nd Street 

Geraldine R Dodge Foundation 
163 Madison Avenue, 6th Floor
P0 Box 1239 

and ideas-in short, part of a continuing cultivation New York, NY 10021 Morristown, NJ 07962-1239 
process However, written proposals are important for (212)838-8400 (201)540-8442 0 
succinctly stating your needs, objectives, methods and The John Merck Fund 
budgets They are needed, in many cases, to convince II Beacon Street 
the governing board or another level of staff with whom Suite 600 
you have not previously communicated that your project Boston, MA 02108you ave ot peviosly(617)723-2932
is worthwhile Following these guidelines, and most 

important, following your donor's requests, will help lay 
the groundwork for success 0 
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OTHER SOURCES OF 

Environmental Grantmaking 

Foundations 


Environmental Data 

Research Institute 

797 Elmwood Avenue 
Rochester, NY 14620 
(They can send you a book listing 
foundationsthat grant,wards for 
environmental issues It isupdated 
annually) 

The Foundation Center 
1001 Connecticut Avenue 
N W Washington, DC 11036 
OR 
The Foundation Center 
79 Fifth Avenue 
New York, New Yor 10003 
(Maintains reference tcarrsand 
sells referenc Lho, Writtfjrcat-
alog and informnoion 

INFORMATION 

The Grantsmanship Center 
1125 West Sixth Street, 
Fifth Floor 
P 0 Box 17220 
Los Angeles, CA 90017 
(213) 482-9860 
(Provides greatproposalwriting 
and fundraising materialsand 
newsletters Also offers training 
courses in grantsmanship) 

TogetherNet 
130 South Willard Street 
Burlington, VT 05401 
(802) 862-2030 
(Computerizedinformationon 
funding sourcLs as well as training 
and NGO networking) 

EcoNet 
c/o Institute for Global 
Communications 
3228 Sacramento Street 
San Francisco, CA 94115 
(Similar , TogetherNet) F 
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INTRODUCTION 

or orate fundraising has been an important 

source of financial support, contributions and 
publicity for many Latin American nongovern-
mental organizations (NGOs) Anumber of 

corporate associate programs have been extremely suc-
cessful, particularly in countries where tax-deductible 
donations are possible and/or where publicity aligning a 
corporation with the conservation movement is benefi-
cial to the corporate image Generally, a corporate giving 
program ,s set in place to encourage long-term ielation- 
ships and a yearly gift 

A relatively new area ot involvement for conservation 
NGOs with corporation, is cause-related marketing The 
Nature Conservancy has developed very successful 
cause-related marketing veatures with companies such 
as The Nature Company, Crstian Dior Pei fumes and 
Miller Brewing Company To date this approach has gen-
erated some good publicity among Latin American 
NGOs, and in a few cases is now staiting to show strong 
financial results 0 

CORPORATE Fu': DRAISING 

Establishing a funding relationship with corporations 
requires a six-step approach, 
1 Decide What Corporations to Solicit 
2 Get in the Door 
3 Educate and Inspire 
4 Ask' 
5 Acknowledge Gift and Continue Cultivation 
6 Renew and Upgrade 

DECIDE WHAT CORPORATIONS TO SOLICIT 

Your "prospect list" is ideally selected f-
business and corporations that meet some or All 
of the following criteria: 
• owned and operated by members of you, boa-d of 

directors, their colleagues and their friends, 
* dependent on natural resources for their busine,,s-

lumber, petroleum and power companies, and those 
associated with natural areas such as travel agencies, 
hotels, dive shops, outdoor equipment ietailers, etc, 
iinterested in upgrading their image using a connection 
to an environmental organization, 

• 	branches or local subsidiaries of multinational corpo-
rations that already contribute to conservation organi-
zations in the U S and/or other countries Much of 
this information can be found in the corporate mem-
bership lists of The Noture Conservancy, World 
Wildlife Fund, World Resoi,,ces Institute, etc, 
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dependent on public goodwill and reputation for 
community involvement and patronage-banks,
insurance compan~2s, local businesses, e~c, 

connected with the travel industry-airlines, travel 
agencies, cruise lines, hotels, outdoor equipment 
retailers, etc, 
involved in organizing specia; events, concerts, 
conferences, expositions, etc, 
publishing newspapers oi magazines or working 
in the public relations field, 
historically suppotive of other civic causes
univeisities, hospital-, etc 

Apart from using the above list as a method of pre
liminary identification, a little library iesearch can also 
be uscful There are two reference books available to 
he.9 you The first is the Inter national Duectory of 
CorporateAffiliations which lists both foreign and U S 
corporations, and their local and foreign addresses The 
second is the Directoryof American FitisOperatingin 
Foreign Countries which lists, country by country, the 
names and U S addresses of companies operating over
seas Your local chamber of commerce may also have 
directories listing local addresses for these companies 
and the names of the managers 

ANCON's staff conducted extensive research using 
directories and other sources of information, and made a 
list of some 200 leading corporations in Panama, focus
ing on those that depend on natural resources, work in 
natural areas, depend on public-service image or are 
subsidiaries of multinationals that have a history of giv
ing to conservation efforts in their home countries An 
individual file (hard-copy and computer) was opened on 
each prospective associate The file included information 
on any previous contacts made by ANCON as well as 
whatevcr informaton was available on the company's 
policies, identification of specific issues -,h-t would con
nect it to ANCON's work, names of its boa' d of direc
tors, etc When possible, the staff made notes about the 
comp:,ny's holdings and types of business services, in 
case this iinformation would be useful for soliciting art, 
in-kind donation This file was continually updated as 
information was ga-heled throughout the co-porate 
campaign 

Once your list has been compiled, you'll need to gain 
access to these companies A useful way to begin is to 
call a meeting of your board of directu ,s and determine 
which members may have good contacts with anyone in 
the listed corporations You may also wish to consider 
inviting people from one or more of these corporations 
to sit on your board Board members should be willing 
to become corporate members and have the ability to 
persuade otihe,s to join the effort as well 

& 	 O 
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GET IN THE DOOR EDUCATE AND INSPIRE 

Once you have identified your corporate prospec,5, you As part of tour pitch to the corporatio~a, follow the ABCs 
need to think about the best way to approach the appro- of Fundrals,-," (Chapter VI) In addition, be prepared to 
priate people within the corporation The Conservancy address the issue of benefit to the corporation, as it will 
often writes short letters to prospects, which are then surely come up "How can my company benefit from a 
followed up with telephone calls from the Director of relationship with an organization such as youis?"
Development The strategy is usually to say that you Occasionally the answer is obvious A company that
"will be in the area" and ask for 10 or 15 minutes Lf deals with natural-resource issues can enhance its image
their time Personal visits are made to all those who by aligning itself with an environmental organization

respond positively 
 Besides, its in that company's best interests to care
 

Sometimes, playing the corporate name-dropping about and support the environment
 
g-,me can work to an organization's advantage An exam-
 To better educate the targeted corporations, ANCON 
ple "Mr Smith [who happens to be the chairman of a prepared information packets that included a letter of 
powerful social or professional organization] suggested introduction, an ANCON fact sheet and a 16-nage spe
that you might be interested in joining our efforts In cial-edition newsletter piesenting ANCONs accomplish
fact, he has already become ,corporate member and ments in text and pictures Immediately after the boaid 
thought you would be mit csted in our programs " member called to request an appointment, the packet


In ANCON's case, once the staff gathered sufficient was sent to the appropriate corporate officer with .
 
information about prospective corporate associatts, they 
 cover letter signed by the President and Secretary of
 
asked the board members to serve as cotact people for 
 ANCON's board (themselves prominent businessmen)

specific coi poratioris Their duties included calling the If necessary, the staff did additional research about the
 
company on ANCON's behalf to request an appoint- corporation to prepare for the appointment, and the 
ment, sometimes ac-orpanying the staff on the initial program director took along a second information pack
appointment, and usually accompanying them when the et to the visit 
actual request was n-ade -Ihis is what ANCON's fundraising officer has to say

It is very useful in te-ms of effectiveness and in the about what goes on during the appointment "It is of 
interest of your time arid that of the L.mpany you are utmost importance to be courteous and polite dunng

approaching, to make sure you speak with the right per-
 the interview Most of the people interviewed already 
son It may take you a while to find out who that person have an idea of the purpose of our visit, but not many

is but it is well worth the effort Perhaps there is already 
 know about the importance of corporate fundraising and 
an exLcutive in the corporation who has an interest in getting Panama's business scctor involved in conserva
conservation-someone who has visited your office, 
 tion A brief presentation of Panama's natural resources
 
attended a social function with a member of your staff or 
 and ANCON's conservation work is given to the poten
supported you at a fundrais 'igevent? If this is the case, 
 tial donor In this presentation we show our profession
try a', d find out what kinds of pojects the corporation alism and efficiency in conservation work and how the 
titay be willing to support In other words, determine donors money will be well invested in us We show that
what kind of request is most likely to be successful we also work with large nonpiofit international organi-
These details need to be determined bel.ce the next step zations Our objective is to "set him up" in a special situ
of settiig ip the important meeting with the chief giving ation where he would answer positively to our proposal
officer or ciief executive officer We explain that the contribution is very important to us,

As noted in the chapter on individual donors, it's since raising money locally will guarantee the continued 
.rfectly acceptable and often pre'erable when making support of these international foundations We thank 

your initial appointment, to ask to see the manager "to )otential doliors for their time (these people usually
make a presentation about our corporate giving program have a very tight schedule) If they desire additional 
and to ask for advice " Depending on th( nature of the information, such as audited financial statements or 
relationship your organization hac with a corporation, detailed plans for a particular project, we send it along
the initial visit may function as a 'cultivation" visit- a w th the thank-you lettei Additionally, we inv'te the 
chance for both parties to get to know each other More company's key person and ANCON board member, at
than -,-eof tlhese visits may be required, but eventually, tteir own convenience, on a field trip where they can 
if you want the corporation to support youi work, you see the projects that ANCON carries oit in the field" 
are going to have to ask for its support Simply leaving a 
brochure behind and expecting prospects to call will not 
ensure resalts 
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ASK! 

At some point in the relationship, quest.ons like "Does 
this project interest your company?", "Are you intzrested 
in a ielationship with my organization?", and "Would 
you like to support our work through a corporate mem-
bership?" will anse It the answer is not definite-for 
example, you may be told that others in the corporation 
will have to be consulted-ask if you can call back che 
following week to sp- how it went, or to answer any fur-
ther questions tl.at may have ariscn Even if the answer 
is no, a-k for suggestions or advce about other compa-
nies that may be interested in supporting you 

An even more etfective method-if at all possible-is 
to have "Mi Smith," your friendly board -nembei who is 
a personal friend of the corporation manager, make the 
"ask" on yc ar behaif 

Some corporations ha-e formal giving programs 
either through the corporation itself or a related founda-
tion For example, the O'Boticario Corporation, 2 cos-
nietics firm in Brazil, also operates the O'Boticario 
Foundation, which supports environmental projects 
Proposal requirements can vary from corporation to cor-
poration Sjme have a very formal method of grant giv
ing, othe' s are much more informal Some local brmnch-
es of multinational corporations are limited in their giv-
ing capacity and require home office approval for larger 
amounts Find out the details before you make your for-
mal request 

The Conservancy uses dici.ent categories of giving, 
each with a designated title that vanes wit)- the state 
offices-landmark, conservator, steward, horizon, etc , 
that correspond to a level of giving-$100, $250, $500 
or $1,000 Each prospect is asked for a specif.c amount 
A standard format is "Most individual supporters give 
$100, so we ask corporations to give $250 or $500 if 
possible " 

"Most individualsupportersgchairman Some arrange to featuie corporate sponsors or 

$100, so we ask corporations to give 
$250 or $500 if possible." 

Don't forget that many companies that may not be 
able to support your organization with cash donations 
can provide goods and services that you would ordinari-
ly have to pay for In Peru, a corporation agreed to print 
a bulletir for children as part of the Fundacion Peruana 
paia la Conservacion de la Naturalezas educational cam-
paign for children Another group receives office space at 
no charge R:estaurants have provided free catering f-
fundrai-e-s and other special events Hotels often rro
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vide free meeting space and sometimes free or discount
ed room rates for visiting VIPs A major hotel was 
extremely giacious, providing a number of services at 
severely reduced rates or as a contribution for the 
Conservancy's Conseivation Training Week in the 
Dominic,. Republic in 1993 

Other available services include businesses that 
allow NGOs to use theii copying or mailroom services 
fr.e of charge, stores that sell NGO'S merchandise such 
as T-shirts, posters, cards, books or handicrafts pro
duced by cooperatives that an NGO may be working 
with Lawyers, advertising agencies, accounting firm:, 
pnnters and others can provide services free of charge ur 
at reduced iates Investigate the possibilities However, if 
a situation is important either because of col or 
argency, try not to rely on pro bono goods or services 
When a business volunteers to give you something for 
free, the arrangements are usually made at its conve
nience Gften :his may put you on a slower timetable 
than you had anticipated 

ACKNOWLEDGE GIFT 
AND CONTINUE CULTIVATION 

As with all donations, grant tracking and appropriate 
acknowledgements are needed A thank-you letter 
should be sent immediately, together with any additional 
information requested Ifa donation was promised, 
arrangements should be made to pick up the check In 
man) situations, the NGO executive director or board 
member should receive it personally, posing for a picture 
with the corporate officers Whet, the donation is 
received, the corporation shoulC also be sent a receipt 
confirming that the donation , tax-deductible 

Different NGOs in Lati i America and the Caribbean 
offer different kinds of benef',s to their corporate spon
sors Most arrange for publicity -perhaps the picture of 
the NGO president accepting " :heck from the corporate 

list the names of corporate associates in their newslet

ters Depending on the stze of the corporation, apiess 
conference may be useful Asmal! cocktail party to 
which important donors, board members, staff and the 
press are invited can also help generate publicity At any 
of these events, the NGO can present the corporation 
",uth a plaque, framed project photo, local art, ctc 
ANCON sends a framed photo of one of Panama's 
national parks as a symbol of recognition Offer to pro
vide a speaker, a slide show, perhaps a one-day field trip' 
The Conservancy has sent lapel pins with our logo to 
each $100-or-more donor and a column in the chapter 
ne wsletter recognizes all $1,000 corporate donors with 
their corporate logos 
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RENEW AND UPGRADE WHAT MAKES A SUCCESSFUL 
CAUSL-RELATED MARKETING PROGRAM? 

A renewal letter should be sent out annually to corporate 
sponsors This is usually a handwritten or personalized It is important in this kind of venture for an NGO to 
note Upgrades to the next giving level are asked for align itself with appropriate companies Visibility will 
selectively and require involvement of the board mem- most likely be high, so choosing wisely is essential 
bers or others that helped open the door or make the Products should be of good quality and companies
first ask If you have selectively cultivated corpora- should possess sound environmental records In this age
tions-asked them to visit the site, acknowledged their of environmental concern, a corporation wishing to 
gifts in public forums, and continued to educate and associate its name with that of an environmental organi
inspire them as to the impoitance of your work--corpo- zation will be willing to pay for the piivilege Do not sell 
rations are often happy to renew their affiliation with yourselves short Your name and what it stands for is 
your work 0 valuable You'll need to deteimine for yourselves, with 

your board, what constitutes a fair deal for your organi-
CAUSE-RELATED MARKETING zation Devise and implement standards How much is 

your name worth? What is too little?
 
WHAT IS CAUSE-RELATED MARKETING? It is advisable to obtain a contract between the NGO
 

and the corporation delineating the rela, ionship-dura
Cause-related marketing provides a corporation the tion of the deal, whether there is an exclusivity issue, 
oppoxtunity to enhance its marketing, advertising and revenues expected, etc Generally the benefits to the 
sales programs through association with ;in NGO NGO include receiving a portion or all of the annual fee 
Typically, the corporation makes a financial contribution and a percentage of the net profits on annual sales 
to the NGO in exchange for the rights to refer to the Panama's ANCON and Fundacion Progressio in the 
NGO in its programs and promotional materials The Dominican Republic both have affinity card programs A 
contribution can be structured in a variety of ways and major benefit to generating income in this way is that 
is frequently based on a percentage of product sales monies raised are unrestricted and can be used to fund 

operations, the most difficult money to raise The fol-
How DOES THE CORPORATION BENEFIT? lowing case study of ANCON and BMW is an excellent 

example of cause-related marketing a 
As: :iation with an environmental organization enables 
the corporation to express its environmental values to 
customers, the press and other members of the business 
community Moreover, by making a financial contribu
tion linked to sales the company not only benefits the 
environment directly, but allows the customer to partici
pate tjo, this is well illustrated in the ANCON-BMW 
case study 

How DOES THE NGO BENEFIT? 

Cause-related marketing is another form of cc "porate 
fundraising and another way to encourage the corporate 
sector to participate in addressing environmental issues 
Relationship to a corporation brings with it increased 
exposure for the NGO, potentially high visibility adver
tising that contributes to public awareness about the 
organization's mission, programs and membership 
opportunities Information on Fundacion Naturas work 
using corporate support for a national publicity cam
paign throughout Colombia is included in Chapter IX, 
"Publicity Campaigns with a Fundraisng Component" 
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AN CON AND BMW-A 

In Apnil 1992, ANCON launched a 
new campaign called "Adopta tu 

Hectarea"-fashioned a'ter the suc-
cessful "Adopt An Acre" program of 
The Nature Conservavcy The objec-
tive of the program is to encourage 
people in Panama an, abroad to 
"adopt" a hectare of parkland for 
$35 Monies raised aie used for con-
servation and protect on activities in 
a designated park 

Participants in th.: program 
receive a T-shirt, sticl er, an ddoption 
certificate aad autom itic membershr 
in ANCON (as an "Amigos de 
ANCON") with all associated benefits 
for one year The program has recei-
ved extensive press coverage from 
television, radio and newspaptr.; 

In April 1992, Bavarian Motor 
Works (BMW) in Panama joined 
ANCON's Adopta tu Hectarea 
Program by agreeing to adopt five 
hectares in the name of any person 
who purchased a BMW 

The deal came about after the 
Executive Director of ANCON sent a 
formal letter to the President of 
BMW Panama, requesting BMW con-

MOVING EXPERIENCE 

sider supporting ANCON's conserva-
tion progi ams After several meetings 
between ANCON staff and BMW, 
BMW agreed to become involved in 
the Adopte tu Hectarea BMW real-
ized the high profile nature of this 
kind of venture-that there was 
much publicity to be gained from 

such an 'environmental" connection 


The fornal agreement between 

ANCON and BMW focus,,d on two 

major points first, that five hectares 

would be adopted for each vehicle 

sold by BMW and, second, that dur-

ing the year of the promotion, Apnl 

1992 to Apnl 1993, ANCON would 

not run any similar programs with 

any other car manufacturer After 

signing the agreement, ANCON 

issued press releases announcing 

BMWs involvemcnt in the program 

BMW reciprocated by planning a 

cocktail party at which both the BMW 

President and ANCON boaid mem-

bers spoke about the unique nature of 

the ANCON/BMW relationship and 

its positive effect on conservation 


BMW Panama highlighted new 

car owners ;n its monthly newsletters
 

who were also members of the Adopta 
Lu Hectarea program, acknowledging 
then commitment to Panamas extra
ordinary natural hentage BMW also 
featured its relationship to ANCON in 
vanous promotional pieces it pro
duced over the year 

By the end of the promotional 
year, 3,123 hectares had been adopt
ed, with 585-or 18% a direct result 
of the BMW promotion In the 
process, 117 new car owners became 
members of ANCON The program 
proved to be an enormous success 
for both parties BMW received 
excellent, positive coverage from the 
local media and its own promotional 
efforts, and ANCON boosted its 
membership and conservation efforts 
through a new program while work
ing with a major corporate force in 
Panama 

ANCON recently completed a 
direct mailing to 40,000 people 
across Panama announcing the 1993 
Adopte tu Hectarea program and is 
seeking similar agreements with 
other corporate donors D 
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INTRODUCTION 

onservation Training Week 1993 brought 

together many practitioners of financial self-
sufficiency who have spent years trying to 
cover the operational costs of their nongovern-

mental organizations (NGOs) Two of the instructors at 
this event, Elsa Matilde Escobar of Fundacion Natura 
(FN)and Patricia Leon Melgar of Fundac16n Peruana 
para la Conservacion de ]a Naturaleza (FPCN), present-
ed innovative ideas that linked environmental education, 
increased public awareness and fundraising in one cam- 
paign The instructors present their information and 
success in this chapter 

These campaigns serve multiple conservation 
purposes as they: 
* create a greater awareness of the environn,it, 

, mobilize people to take action, 

* attract volunteers for conservation activities, 


provide people with an opportunity to make 

a difference,
 

* provide a vehicle for finn:..',contributions, and, 
* gather names for future mailing/membership lis,s, 

Publicity canpaigns can serve all these purposes 
while raising unrestricted funds from local donors! 

National conservation programs must generate strong 
support from the local community to protect the coun
trys biodiversity over the long term Efforts to educate, 
mobilize and encourage a greater commitment to the 
environment are critical for success Thus, campaigns 
that target different sectors of the population must edu
cate and inspire the audience to contribute to the envi
ronment This contribution is not always financial 
People can be asked to lobby for a piece of legislation, to 
recycle their plastic containers, to become a member of 
your NGO or to spend a day planting trees in a refor
-station program Generating public support for conser
vation is a major challenge for NGOs in all countnes 

Along with the education and mobilization of the 
target audience, many campaigns of this sort also gener
ate funds These funds are usually unresiicted, or able 
to support the work of the NGO in any given area, as 
opposed to being tied to a specihc project Unrestrictid 
fonds are parct larly useful for cove-ing coic operating 
expenses, especially when the sometimes-fickle interna 
tional funding fails 

I he ability to attrau local contibutions is an indica
tion of NGO strength, prestige and political clout, 
Dependency on international donors is fiscally risky, and 
also indicates a lack of local support for your conserva
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non activities NGOs are more effective when they can 
show a local mandate for pursuing their conservation

agenda As conservation becomes increasingly politi

cized in some countnes, it also raises your ciedibility 
and reputation if you are not solely dependent on inter
national funding sources 

This chapter highlights two campaigns developed by 
the authors The campaigns are very different in scope 
and target totally different population groups, but both 
create greater environmental awareness, generate public
ity for the NGO and inLrease the amount of unrestricted 
funds flowing to the NGO Patricia Leon Melgar devel
oped a school raffle targeting elementary school children 
in private schools Elsa Matilde Escobar targets the cor
porate community and generates national level media 
exposure through cause-related or "ecological market
ing" Many of the sane strategies cove red in Chapter VI, 
"The ABCs of Fundraising," were used in these cam
paigns The difference lies in the attention spent educat
ing the donors and the creative twists used to target local 
audiences 
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1992 SCHOOL CAMPAIGN the student body We wanted to show that Peruvian 
FOR NATURE. nature was not only beautiful, but also useful, and we 
HOW TO IDENTIFY OPPORTUNITIES wanted to show its current condition, as well as what we 
WHEN FACING A CRISIS could do together to conserve it 

BACKGROUND Program Plan 
1 Identify the segment of the market to target 

n 1991, the Peruvian Foundation for Nature 
Consenation (FPCN) had a successful year of 2 Make preliminary contacts with the schools to sound 
fundraising The foundation managed to increase out any interest in the campaign 
the year's revenues by a margin of 124% compared 

with 1990 This increase was accomplished through 3 Design and produce an educational packet to 
such diverse strategies as event oiganizing, coiporate distribute to the schools Our educational packet 
campaigns and membership drives included two videos, one for children 5 to 9 years of 

The budget proposal for 1992 called for an addition- age and another for youngsters 10 to 18 yeais, audio
al incre se of 40% However, in making our projections visual presentations for elementary and high schools,
 
we neglt ct, d to consider a fundamental aspect of work- an art contest and, finally, the raffle
 
ing in Latin America the quickness with which market
 
conditions change On December 31, 1991, a law was 4 Sign agreement letters with the schools and present 
decreed that repealed the tax benefits granted to busi- them with the Schedule of Activities (The schedule 
nesses or individuals who gave donations to conserva- should begin at the end of May and culminate on 
tion organizations As a consequence, FPCN could no September 12 with the final drawing assuming that 
longer offei tax benefits to its corporate members, the the school vacations are generally from July 24 to 
sum of which accounted for 29 2% of the total funds August 14) 
raised locally in 1991, and were expected to account for 
40% of those funds in 1992 The loss of income was sig- 5 Carry out the Schedule of Act vities with follow-up 
nificant and we had to find ways to make up for this to offer help when necessary 
loss 

This emeigency led to the concept of doing a "Raffle 6 End the campaign on the day of the drawing, wnte 
for Nature" in various private schools in Lima Working a report of the results of the campaign and send out 
with private schools would give us access to a wider press releases 
pool of well-to-do contributors-parents-by means of 
small contributions that would not affect the family bud- 7 Stage a ceremony to confer diplomas of recognition 
get or require tax benefits (or something similar) to the teachers who were 

There were thiee disadvantages we recognized at the exemplary in theic support of the campaign 
outset First, no tradition of philanthropic giving existed 
in this market Second, the market was in recession, Problems that surfaced during 
with an annual inflation rate of 55% Third, the aware- tie campaign included: 
ness of nature conservation is even more scarce in this Lack of finances The entire campaign cost US$700 
market than in traditional markets, moreover, the for the production and distribution of materials 
knowledge of the richness of Peruvian natural resources Poor-quality videos The videos that were available 
is very weak among the general public, especially in for copying did not reproduce well enough for our 
Lima, which is itself a desert--the closest forest is many objectives 
hours away It was therefore very unlikely that the Lack of school schedule information school 
school board and the parents association,, would ac.ept curnculum planning takes pla.e in March, our cam
the notion of a raffle to benefit nature unless we could paign was announced in May This oversight also led 
find a way to offer some benefit to the students them- to problems with the Schedule of Activities, as schools' 
selves vacation dates vary 

Lack of knowledge about the infrastructure available 
OBJECTIVES AND FROCESS to the schools We initially offered two audiovisual 

presentations to each institution, however, many of 
In addition to fundraising, the School Campaign needed the schools' auditoriums were too small for the entire 
to generate interest about nature conservation among student body-in some cases we gave 24 presenta

tions per school 
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" Lack of personnel The program was executed by the 
Department of Development at FPCN This consisted 
of two executive personnel, one secretary and one 
part-time volunteer 

" Delays in the bureaucratic process Because permis-
sion from the Ministry of the Interior for the raffle was 
delayed, we were unable to pnnt tickets on time and 
we had to push the raffle back to October 15 In addi-
tion we only had one to three weeks of sales, com
paled with other raffles that had up to four months of 
sales, and because of secuiity concerns in the capital, 
many schools were closed during the days of the 
raffle 

" Competition Three similar raffles were occurring at 

the same time as ours This caused many schools 

to opt out at the last minute so as not to overburden 

the budgets of the parents 


RESULTS 

* 18 partial!y participating schools, with a pool of more 
than 20,000 children between the ages of 5 and 18 

* 12 schools fully participating in the raffle, with a 

pool of 9,000 children 


* 34,000 tickets sold At the daily exchange rate we 
raised US$21,000 Each child sold an average of 3 7 
tickets In addition, Club Pronatura promised a mem-
bership card to those students who sold 10 or more 
tickets 1,800 children became new members 18,000 
tickets were sold by 20% of the participating students 

* Astrong interest in land conservation was geneiated 

among the students and teachers of the schools in 

Lima 


* More than 20,000 children were reached through 
our talks and presentations 

* The Club Pronatura was founded with 1,800 
members 

* 7 new corporate members were recruited through the 
donations of gifts for the raffle and the printing of 
tickets, bringing in a total of US$7,000 

* We can now count on the support of teachers and 
students who are interested in continuing to work 
with us 

The 1992 School Campaign was successful in spite of 
early mistakes and setbacks We raised US$4,000 more 
than we projected, and exceeded the projected number 
of students participating We had expected to reach 
nearly 8,000, and even though not all schools participat-
ed in the raffle, 9,000 students parucipated in the cam-
paign 

The 1992 budget goal was realized We managed to 
increase our fundraising revenue by 38% with respect to 
the total funds raised in 1991 The corporate member
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ship made up 19 2% of the local funds raised (not 40%, 
as we had hoped) and the raffle made up 30 4% The 
Development Department of FPCN is responsible for all 
of the programs for corporate membership, individual 
membership, direct-mail campaigns, marketing, adver
tising, granting of licenses, sponsorships and events 

1993 SCHOOL CAMPAIGN FOR NArURE 

One of our greatest achievements was the interest we 
generated among the teachers More schools now wish 
to learn about conserving nature in Peru As a conse
quence we will undertake a 1993 School Campaign for 
Nature 

The objectives of the 1993 campaign have evolved to 
give more emphasis to educational and motivational fac
tors and to impart basic knowledge to the faculty regard
ing nature conservation We hope the result will be that 
the initial interest generates a genuine awareness about 
nature conservation, and raising funds becomes a conse
quence of this awareness 

Because the budget is still small, FPCN will not send 
speakers for each presentation Therefore, the presenta
tions will no longer be audiovisual or informative, but 
motivational in nature, much like an ab,embly In this 
way, we can stage two presentations per school as 
intended in the 1992 campaign This infoirnation will be 
enhanced by more detailed curriculum material for the 
faculty The quality of the videos to be used in the class
rooms will be better as well 

Or- fundraising objectives have increased by a mar
gin of 91% to US$40,000, which means we must sell a 
minimum of 70,000 tickets, depending on the rate of 
exchange Our current budget for the project is 
US$3,000 

The work schedule this year includes 
Contact and confirm the participation of the 
schools during March and into mid-April 
Have an art contest sponsored by Continental Bank 
on June 5, "World Day for the Environment" 
Prepare the "Guide to Environmental Activities" 
(extracurricular activities that can be used by teachers 
of various courses) 
Conduct workshops for teachers, entitled 
"Introduction to Conservation" and "Guide to 
Environmental Activities," to take place the week of 
April 19, and distribute the videos to the professors 
during the workshops 
Give motivational presentations to students in the 
form of assemblies during May At the same time 
the tickets for the raffle will be dstributed Raffle 
June 15 
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We are confident that the 1993 School Campaign for PUBLICITY CAMPAIGN: 
Nature will be a success, although we remain conscious PARTNERS FOR THE ENVIRONMENT
 
of the fact that many surprises and learning experiences
 
await us in the coming year BACKGROUND
 

RECOMMENDATIONS In July 1992, Fundacion Natura launched a fundraising 
campaign called "Adopte Una Hectarea," modeled after


Thcre is no single recipe for carrying out a successful The Nature Conservancy's "Adopt an Acre" program
 
school fundraising campaign There are, however, some The campaign has two complimentary objectives first,

guidelines to keep in mind 
 to increase the number of Colombians supporting the 

conservation work of Fundacion Natura, and second, toI Ensure the compatibil'ty of the campaign with the cover Fundacion Natura's operational expenses The
 
0,"jectives of the organization If the organization campaign was designed to encourage Colombians to
 
needs to raise money and maintain a public image, support the immense task of conserving our country's

above all in the minds of the young people, then this natural resources The donors of the program "adopt"

campaign is a good option 
 one or more hectares for Col$20,000 (approximately 

US$35) each For their contribution, the donors receive
2 Analyze the target market by looking at the following • a diploma indicating the region they aie helping 

factors to conserve, 
* The level of conservation awareness in the g, - al • a letter of appreciation for the dwiation, 

public, . a donation certificate allowing them a tax deduction 
* The level of knowledge of the teachers with respect L1f 50% the amount of the donation, 

to the subject matter, • the Foundation newsletter that comes out every 
* The economic conditions of the various segments of four months, 

society (Peru has been hard-hit, so we directed our • a letter from the Director of the Project, written twice 
fundraising campaign to the middle and upper-middle a year, that describes the area that the donors are 
classes, in other countries the market may be wider), helping to conserve and informs them of the work 

* Identification of the schools' needs in ordei to design that has been accomplished 
an educational packet that is appropriate for the 
schools (the more conservation awareness that exists, After initial introduction of the Adopte Una Hectarea 
the less effort reqlued to capture the interest and campaign among friends, a few mailing lists and a few of 
support of the schools) the country's business leaders, we recognized that suc

cess hinged upon the public's increased understanding
3 Set realistic ujectives for the campaign They must of the need for conservation as well as elevated name 

be clear not only for the organization but also for the recognition for Fundacion Natura The importance of 
school faculty and the students Colombia's natural resources and Fundacion Natura's 

programs needed to be better understod before the
4 Conduct a thoiough search for sponsors to cover public would invest in the Adopte Una Hectar.a cam

the costs of the raffle, printingjobs and, of course, paign With this in mind, the Fundacion embarked on a 
for raffle prizes national publicity campaiga, using all forms of mass 

media, to create an awareness anong the general public
5 And, please, never believe that you are defeated in about the need to conser' our natural resources 

the face of a crisis, because these kinds of circum- Working with a publicity agency, we developed a 
stances create or, rather, compel us to identify, strategy to carry out Enis campaign without costs to the 
unforeseen opportunities for action a Fundacion This stravegy is 1lased on the concept of 

cause-related marketing or "ecological inai keing", 
which provides opportunities foi businesses to associate 
themselves with environmental conservation At the 
same time, Fandacion Natura tries to ensure that the 
corporations have a real commitment to environmental 
concerns and are not simply using our name to increase 
sales Rather, through the Pundacions projects we invite 
businesses to become partners in the challenge of con
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servatic-i, participating directly and having the satisfac 

tlon of knowing they are helping to resolve one of the 

central problems in our country and the world 


This is the first time that a campaign in Colombia 
has relied on cooperation between a nonprofit entity 
dedicated to the protection of natural resources and the 
corporate sector This is a new experience, not only for 
the media but also for the public, who ate not accus-
tomed to seeing a positive relationship between groups 
that have traditionally been antagonistic It is therefore 
very important that the strategy u-ed in this campaign 
promote not only the image of Fundacion Natura and 
the corporate sponsors, but also public understanding of 
the benefits of collaboration The publicity campaign 
will thus enhance the public perception of the credibility 
of partnerships between environmental and business 
interests This credibility can be achieved in the follow-
ing ways 

1 Promote consumer awareness of the corporate 

sponsor's genuine interest in conserving the 

environment 


2 	Demonstrate that in addition to the economic 
advantages of advertising for the corpolate sponsor, 
there is a collective benefit to increasing the public's 
understanding of the environment and generating the 
resources needed to undertake more conservation 
projects 

3 Introduce this campaign as the first in a series of 
initiatives directed toward ensuring that environmen-
tal issues receive the attention they deserve in the 
media It is critical that this not be seen as a fad or 
passing marketing opportunity, but that the environ-
mental theme be taken increasingly seriously by more 
and more sectors of society 

WHAT A PUBLICITY CAMPAIGN ENTAILS:
 
A PROPOSAL PRESENTED TO BUSINESS LEADERS 


Ecological marketing presents new opportunities for 
businesses that are trying to associate their image with 
the conservation of the environment Many corporations 
are convinced that pioduct name recognition can be 
enhanced if linked to an environmental theme On an 
international level, major enterpi ises such as Coca Cola, 
Master Card, AT&T and Boeing have invested heavily in 
the association of their institutional image with the con-
servation of the planet In Colombia, as a consequence 
of a weak economy, busincsses are reducing their direct 
donations to nonprofit organizations, pieferiing to invest 
in what they call "marketing programs related to the 
ecological cause "Within the Fundaclion, there was an 
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interest in using the crcdlibility we had gained over the 
past eight years to promote linkages with the private sec
tor It is hoped that one of the best ways to conserve the 
biodiversity of Colombia will be through a partnership 
with the private sector that can help finance the environ
mental education and the programs needed to protect 
our natural environment 

Although a clear ecological awareness among the 
general public has not yet developed in Colombia, sur
veys indicate that the public does hold industiy respon
sible for environmental degradation The Study of 
Eco!ogical Attitudes, conducted by R S Associated 
Consultants, analyzed the extent of public knowledge 
and opinion about the environment The analysis of the 
report affirmed "Business is seen as a very influential 
social agent in Colombia, wiih a large responsibility, 
given that it is associated with the detei oration or well
being of the environment The business sector is per
ceived as having great potential to intervene and pro
duce results, to the point that many participants consid
er business the only societal entity capable of undertak
ing major actions in the conservation of natural 
resources " 

Based on this analysis, Fundacion Natura invites the 
private sector to become a partner in the challenge for 
conservation, participating directly in this work, com
municating its involvement, and giving consumers the 
satisfaction of knowing that the purchase of its products 
will contribute to solutions of some of our country's 
most serious problems 

THE PROJECT 

Goals 
1 To promote the institutional standing of Fundacton 

Natura, as well as that of its corporate sponsois 
while generating financial resources for ongoing con
servation actions 

2 	To support the marketing strategies of corporate 
sponsors by increasing environmental association with 
their trademark and opening oppor unities for promo
tional programs with an ecological tr eme 

General Objective 
Establish a publicity advertising campaign using all lev
els of the mass media with two equally important objec
tives to establish the conservation mission of Fundacion 
Natura in the minds of all Colombians and gain more 
suppoi t to covei the costs of our consei vanon programs, 
and to establish the corporate sponsors as pioneers in 
helping to conserve our natural heritage 

\ 
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Specific Objectives The Promotional Package 
I To generate an awareness of the responsibility and The promotional package consists of television commer

challenge shared by all Colombians to con,,, ve the cials, radio announcements and shows, press announce
environment and natural resources vital to the .. irvival ments, magazine ads and marketing of merchandise and 
of the human species poster, 

2 To develop specific public support for the conserva- Other Initiatives: Television Programs 
tion projects of Fundacion Natura and thus preserve In support of the publicity campaign, two television pro
our greatest national treasure biodiversity grams were aired The costs of production and air time 

was provided at no charge The first, entitled "Discover a 
3 To generate the necessary funds for institutional New Country," relied on the pai ticipation of famous tele

strengthening and expansion of Fundacion projects vision personalities The show highlighted activities of 
Fundacion Natura in various iegions of the country The 

4 To foster the image of thL corporate sponsors as second show presented videos from an international 
pioneers in the conseivation of Colombian biodiversi- environmental contest, along with international music 
ty and as supporters of Fundacion Natura, a pioneer videos and street interviews 
in on-the-giound conservation programs Through These two programs ieceived corporate sponsorship 
this link, to launch "Ecological Marketing" programs at a rate higher than the established advertising iates, 
in Colombia with proceeds benefiting Fundacion Natuia After the 

costs of production were withdrawn, the Fundacton 
Procedures received substantial support from these programs 
Advertising campaigns will target national public opin
ion through tclevision, press, radio and magazines Press CONCLUSION 

releases, posters, spokespersons and merchandising will 
also foster conservation awareness Cooperative cponsor- The publicity campaign worked well on many levels 
ship is provided by the corporate sponsors and the The work and programs of Fundacion Natura are better 
media Air time is donated by these partners and the known within the country Conservation initiatives have 
normal costs of the production are given as a donation the backing of corporate sponsors who benetit through 
to the Fundacion public awareness And finally, the Adopte Una Hectarea 

campaign is gearing up again as a result of the increased 
Creative Tactics public attention to environmental issues a 
I Stage a grand campaign of high impact and versatility 

to be executed through the media 

2 Run an extensive press and media campaign, looking 
for ways to benefit the program and the sponsors,
 
utilizing free press to the extent possible and referring
 
to sponsors in Fundacion Natura's public statements
 
For this reason a full-time spokesperson must work in
 
the Fundacion on this project
 

3 Develop a narketing plan for the sponsors 

Coverage 
. ricc the project SLL,. tlC pai tiLipaon of all types of 
media, the coverage will be national 

Monitoring and Evaluation 
Monitoring will take place in conjunction with the cor
poiate sponsors to determine the impact on the public 
and the media and measure the benefits for the busi
nesses The Foundacion will do an evaluation of the pro
ject's progress in relation to its objectives and make pos
siblc modifications in later stages 
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INTRODUCTION 

'rom 1988 to 1992, a number of ecotounsm pro-

jects were sponsored under the Conservancy's 
Self Sufficiency Project Results were mixed 
While some parks experienced a financial boon, 

others incurred economic losses One of the biggest van-
ables was clearly poliicai The violence besetting Peru 
with the activities of Sendeio Lurnino- and subseqoent 
miktanzation over the past five year6 brought an abrupt 
end to that country's lucrative tourist trade This and 
other examples confirm the need to be highly attuned to 
political realities and market opportunities prior to 
launching a major ecoto,'rism program However, as the 
case studies of Amigos de Sian Ka'an in Mexico and 
Fundacion Amigos de la Naturalcza in Bolivia show, 
there is definitely promise in this concept arid it is now 
up to the Conservancy and its partners to build more 
qkills for up-front assessmen to ensure greater success 

This chapter, written by an ecotourism consultant from 
Colorado, is the first of a number of steps to broaden 
our understanding of this potentially important means 
of generating funds for natural areas and conservation 
organizations i 

WHY ECOTOURISM2 

E cotounsm is the catchall phrase for 1990s trav-
el, promising all things to all people 

Ecotounsm provides travel writers with some-
thing different and interesting to talk about, 

tour operators have new destinations and an "easy sell" 
advertisi.g girmick Travelers see ecotourism as a way 
to be socially responsible, to go somewhere a bit differ-
ent from wheie their friends go, and yet still have fun 

Destinations-those parks preserves, and still 
untouched pieces of land scattered around the world 
that tounsts will pay to visit--see ecotourism as a finan-
cial boon Sometimes it is However, certain conditions, 
both financial and philosophical, have to be met to 
make ecotounsm viable Fhis chaptcr will explore the 
good and bad aspects of nature tourism, and will hclp 
you assess your own reserve's potential in the interna-
tional marketplace "Ecotourism" was defined in 1987 as 
"traveling to ielatively undisturbed or uncontaminated 

natural areas with the specific objective of studying, 
admiring, and enjoying the scenery and its wi.A plants 
and animals, as well as any exciting cuituial manifesta-
tions (both past and present) found in these areas " 
(Ceballos-Lascurain, 1987 W\WF, Vol 1, 1990) We must 
add to this definition a consideration of ecotourism's 
benefit to conservation and the local community Of the 
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private land holdings in Latin America used for educa
tion and conservation, 34 5% depend to some degree on 
ecotourism-based funding to help support park mainte

nance and/or expansion, scientific research, and public 
education Priately held reserves also generate employ
rrcnt for locals-one study showed that 84% of the peo
ple employed by reserves originated from nearby com
munities (versus national park service jobs, that are typi
cally open to all nationals) (Cl, 1990) Locals also can 

benefit through the sale of concessions-lodging, food, 
retail goods, handicrfts, associated tourism services-
both in and outside of the nark A women's coopeiative 
formed near Mo.iteveide Cloud Forest Reserve grossed 
more than $50,000 in 1OQQ 

Monetary issues aside, ecotourisn will attract nation
al and international .ttention to a region, thus increasing 
the parks political impact ind potentially saving threat
ened species, lands, rivers or watersheds 

Conversely, the past few years have shown the 
"downside" to the ecotourism boom Heavily promoted 
and hugely popular destinations have had an influx of 
tourists that has affected park infrastructure and inhabi

tants as well as the local human populations In 1976, 
visitation to the Galapago!, islands, Ecuador, was 6,300, 
by 1987, it had soared to 32,600 In 1988, :t was com
mented that the albatross at Punta Suarez had begun 
moving their traditional nesting sites farther away from 
tourist paths and that the sea lions on Isla Lobos were 

becoming increasingly nervous and aggressi'e toward 
tourists Reports were made of marine tutle fatalites 

from ingesting plastic bags, the turtles attempted to eat 
the bags, mistaking them forjellyfish The human popu
laUtion has been similarly affected-mainland 
Ecuadorians moving to the Galapagos to work have 
caused the population to grow by 12% each year, result

ing in shortage. of basic food supplies at island shops, 
and of housing, land and tourism jobs (WWF Vol 2, 
1990) 

[cotourism cal, contribute to the sustainable devel
opment of a park, classically defined by the 1987 
Brundtland Commission as "development that meets the 
needs of the present without compromising the ability of 
future generations to meet !heirs," (WRI, 1991) But 
questions regarding each park's ability to cope with visi
tors must be addressed What will be the impact on fhcra 
and fauna? What Aill the impact be on local residents 
and their traditional ways of life? What will be the "ceil
ings" or upper limits to visitation? Keep in mind that 
"ecological importance is not the same as economic via
bility Those reserves with the highest ecological value 
are not necessaiily the ones which can do well financial
ly" (Cl, 1990) And the staff and financial resources nec
essary are significant 1t ecotourism requires constant 
subsidies or does not lead to community develop



ment, it is reasonable to reassess whether financial 
resources would not be bettcr spent directly on con-
servation activities 

With thos2 caveats, let's look at how the tourism 
industry runs, and how your paik might benefit a 

W.,HO IS INVOLVED, H OW ANE,WHYE veryone .,tourism is primarily motivated by 

one question "What sells?" Whci her you are 
interested in attracting students and tourists 
from within your own country or the intema-

tional visitor, you must be realistic about the sales 
potential (or, as one tou' organizer said, the "sex 
appeal") of your park The travel Writer is trying to get 
some magazine editor to consid,'r his aiticle, (he editor 
is trying to figue out what readers want to buy lour 
operators will most ofter, .ell already-popular destina-
tions, or combine a really well- town park (such as the 
Galapagos) with some lesse:-known stops that add a 
sense of "uniqueness" to his piod!. -t Everyone wants 
new destinations, but no one w II,sk an entiiely new 
itinerary because few travelers-even ecotourists-are 
truly that adventurous 

Tour cperators, in the broadest sense, are the profes-
sional organizers who pieplan a given trip for paying 
participants They may be natonel or international, they 
may use in-couni y guides and staff or import almost 
everyone from their home base Some operators are 
huge, for-profit companies, other tour sponsors are non-
profit organizations that sponsor tours to publ'cize and 
finance their own internal operations or special projects 
(such as The Nature Conservancy, the National 
Geographic, Smithsonian, Audubon, etc ), or they may 
be smaller operators offering less expensive touts either 
nationally or internationally Most companies have a 
fairly spec if- market of tiaveller that they're trying to 
attract either the oldei, more sedentary, oftn quite 
wealth), tourist, or the younger, more active, not quite as 
wealthy (in US terms) but more physically adventure-
some tourist In eithei case, the buyers of multi-day 
tour packages that concentrate on ecotour destinations 
are most often fairly serious nature tourists 

In putting together a tour package, tour operators 
must consider all of the following points air connections 
to a given couitry, all lodging, all meals, all types af 
transportation within tnat countr) -bus, boat, plane, 
train or private vehicle, all guides and interpieters 
Operaitors must coordinate an entirc, multi-day itinerary, 
weighing how inteiesting a given park might be to visit 
with how long it will take to get there, what else there is 
to do or see in the area, where they can stay, etc They 
must look at political and personal safety issues both for 
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their clients and :o protect the NGO from liability con
cerns, they even review available sanitation Operators 
must address every issue, great and small, for tourists 
who have chosen that specific company to ensure their 
safety and well-being (as well as entertainment) Even 
local operators offering one-day packages from beach 
resorts or nearby cit es must lool, at these issues 

Tour opet ators will then take their packaged itiner
ary and se!l it to 'he next member of the tourism chainIf they, are local, in-country operatois, they will try to 

sell to the international tour operator, who then "sells" to 
travel agents (retail outlets) or to their specific clientele 
via drect mail Others who may be involved with pack
aging or promoting a destination or itinerary could 
include the country's tourism agency or any internation
al airlines looking to push a product that will help them 
fill seats Travel magazines and newspapers are the major 
publicity conduit for new destinations, a barrage of at i
cles on a "new" place will make it more desirable to visit 
and, therefore, easier to sell 

Tour operators (large or small, national or intema
tional) are going to buy whatevei is "easiest" for them 
those destinations that are not only interesting, but also 
physically accessible and able to work cooperatively 
with the operator Reliability is important, as is staying 
power--it will take at least a year from the time a trip is 
proposed until the fiist group arrives The oiganizer 
needs to know you will still be there, still be interested, 
still have the same tours/meals/rooms/tates available as 
when you were originally approached The easier you 
are to reach by mail, fax or telephone, the better The 
more responsive you are to their queries, the more they 
will rely on you The more you have considered opeia
tors' itinerary needs and have tred to help them-sug
gesting other nearby things to do, lodging possibilities, 
on-site !nterpretive guides-the moie likely you are to 
get their business We are not su&gesting you get into the 
tour business, merely that you look at it from your 
"clients' " point of view Everyone appreciates life being 
made a little easier 

Independent, indixi dual tiavelers look at many of 
these same issues, and still get their basc information 
from travel agents and magazines, as well as tiavel 
handbooks Many are traveling by private car or by 
public transportation, and aie usually more flexible 
than pre-arranged groups Because they travel in small 
parties-one to five people-they're easier to accom
modate But they often do not hook in advance, the 
way tour groups do, and are therefore harder to plan 
on and provision for 

ThL balance of this chapter will review issues your 
NGO must address, both within your park and local 
community, in deciding whether (and how) to pursue 
the ecotourist 0 
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ASSESS THE PARK'S POTENTIAL 

What are the mair "attractions?" (It might be better to 
ask layman instead ot a scientist) What would the aver-
age person find most interesting in your park? Certain 
buds? Animals? Botanical ranties? The actual views or 
setting? What do you offer that is interesting to pull 
tourist,. nfl the usual routes they follo ,?The farther away 
you art from another established attraction, the more 
unusual and interesting your specialty will have to be 

How accessible is the park? How are the roads into the 
park? Isair or water access a viable alternative? How 
close are you to another town, for potential lodging 
and/or food supplies? How much would it cost to build 
or maintain a road good enough to get supplies (and 
tourists) in to you? How many months of the year are 
the roads impassable because of the weather? 

What other "nearby" (define this word) natural 
attractions are there7 They do not have to be other 
pristine parks or reserves, they could, in fact, be the 
opposite Look at clear cutting or a valley being dammed 
up, or a stretch of land converted to ,griculture or graz-
ing that shows detrimental land management policies 
Properly interpreted (and you may even bave to supply 
the guide), this contrast is good for your purposes, your 
cause becomes even more avpaient An attraction might 
also be a nearby community of indigenous people, but 
only with their full consent and support, and their 
understanding of what tourism might do to their culture 
and traditions 

Once inside the park, how is the access? Can certain 
special areas be reached by car? By bus? By foot? How 
far? (Do you want those areas accessed at all?) How diffi-
cult would the expenence be for older tounsts? 

What is the reaistic tourist season7 Thii usually 
reads, "What is the dry season?" How many months are 
the roads passable, is the flora spectacular, are the birds 
on location, etc 'Does your logical tourism season inter-
fere with the agricultural season of your nearby commu-
nity and potential work force? Will the local community 
see tourism as a way to subsidize, rather than to disrupt, 
their livelihood? Will everyone be needed in the fields 
just as your tounsts wander in? 

What extsting or potential interoretive staff is there? 
The most important aspect to ecotourists is information 
The numbe:-one complaint from participants in all 
World Wildlife Fund (\VWF) and Conservation 
International (C) surveys was the lack of available infor-
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mation on most sites Again, this does not have to be 
fancy, just comprehensive Trail guides oi pamphlets, 
booklets, signs, and tour guides are typically what the 
nature tourist craves Working as tour guides can pro
vide excellent employment opportunities for locals, 
when the),are properly rained On site researchers and 
scientists can be used to develop nterpretive and educa
tional materials, as long as such activities do not cut into 
their primary work goals Partl ularly devoted nature 
tourists (both nationals and foreigners) ilso can be 
invaluable here invite university students, ietired peo
pie, or those seeking a working vacation to come to your 
park to lead tours, conduct siirseys, etc 

What existing infrastructure is there? What facilities 
already exist in the p.,rk for tourists? Visitor center, 
paths, lavatories, food service, gift shops, lodging, camp
sites, interpretive trails or personnel? What will adding 
these services cost you? Can they be developed without 
noticeably affecting conservation? What size group 
could you accommodate at one time? 

One of the most important benefits offered by eco
tourism to those parks and operators trying to break out 
of the "classic" travel mode of fine hotels and European
style foods is that the ecotourist fully envisions "rough
ing it" to some extent This is extraordinarily significant 
to you in planning park infrastructure E ,en wealthy 
nature tour clients travelling with the finest tour opera
tors do not expect luxury accommodations, what would 
be inexcusable in a city is expected--even welcomed
in the "bush " Construction costs can be kept to a mini
mum, using local labor and materials and concentrating 
on energy self-sufficiency and self-sustainable resource 
use Small-scale, unobtrusive lodging facilities-whether 
bungalows or campsites--can be extremely simple, as 
long as they're clean Restrooms, whether for day visitors 
or overnight guests, must be immaculate, well aired, and 
well provisioned with toilet papel Meals can be simple 
local!y grown and produced foods should be used when
ever possible, and meals should be based on local dish
es Hygiene is much more important than "show" 
Nature tourists see local flavor as part of the experience 
This, in turn, means that "leakage"-the percentage of 
dollars that ends up flowing back out of the host couni
try to pay for imported mateiials, foods, supplies and 
labor-is minimized 

What facilities exist outside the park? Hew many 
rooms and how many beds can be counted on in local 
lodgings? Are they private rooms, with one or two beds, 
or dormitor -style accommodations? Different types of 
facilities will appeal to different classes of traveller
assess what is available, and who would be comfortable 
there Are the places clean, hygienic, and wc 11kept 
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enough to satisfy all visitorS? What restaurants, handi-
craft shops, or other pay-for-hire activities (horseback 
rides, boat rentals, etc ) are theie or could there be? 

It is important to calculate the total financial cost of 
attracting the nature tourist Ecotourisni is meant to 
increase the economic viability of a park, not indebt it 
further Ifthe tourism season is too short, the roads too 
impassable, the cost of bringing in building or daily sup-
plies too high, then few visitors will come If you are 
operating at well below capacity for eight months of the 
year, bow will you keep your qualified hospitality per-
sonnel' Given the necessary investment of time and 
money to attract tourists, what will be your return? 
What visitation numbers are needed to reach a financial 
break-even point, and how many yeais, realistically, will 
it take you to get there? 

Most important, how will this benefit the local corn-
munity' Local communities must participate in deter-
mining what level of tourism best blends their economic 
and philosophical needs At what level will locals feel 
exploited or resentful of outsiders? How do you balance 
the increase in land values that tourism will bnng with 
keeping the region affordable for locals? How do you all 
work to ensuie that the monetary benefits do not get 

concentrated in too few hands? 


How supportive is the community of your conserva-
tion and tourism efforts' What is the local population 
base, and how do people earn a living? How will 
tourism affect that? Would enough people be wiling to 
work with tourists as guides, maids, cooks, etc , to fill 
the iecessary support ioles? 

Tiaming staff can be expensive and time-consuming 
-not only must personnel be taught how to prepare 
and/or present large quantities of food, or how to look 
aftei guests' daily need,,, but also many must be given at 
least rudimentary larguag_ training if you're sceking for-
eign visitors Tour guides need to be trained comprehen-
sively to educate visitors fully about the park-often in 
at least two languages Hospitality and intecactive skills 
also need to be taught being nice to visitors is not 
always as easy as it sounds Determine how this training 
will be accomplished-who will do it, how it will be 
paicd foi, and how much education is needed and in 
what areas Whether you undertake this project or 
expect the incoming tour operator(s) to do so must be 
contractually agreed on in advance 

lnfrastructuie to house and feed tourists should be 
built outside parks, when possible, to limit damage to 
the natural areas and to minimize economic disparity 
between the reserves and the local community Do not 
assume answers to any of the above, consult your com
munity leaders, hold public meetings Only their input 
and enthusiastic involvement can make this work 
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What is the biological carrying capacity of the park? 
"Carrying capacity" is defined as "the level of visitation 
that can be sustained without causing unacceptable 
change "(WRI, 1991) Is your park ecologically capable 
of sustaining tourism development? To what level? How 
much visitation will suddenly be too much? This, of 
course, is a tricky question, the answer is too oft'n dis
covered once the carrying capacity has already been 
reached and the ecolegical damage done 

Published detailed information on carrying capacity 
is hard to come by, but a good managerent plan should 
include this area in its assessment of a preserve As men
tioned earlier, the Galapagos Islands have cone under 
considerable scrutiny after the fact in the area of the 
environmental impact caused by a large increase in 
tourism over the past ten years Introduction of non
endemic species, change in nesting anu feeding behav
iors of endemic species, and path erosion have been 
observed Effoits are currently under way to limit visita
tion and reverse negative effects 

Slow, small-scale ecotourism development is infinite
ly preferable in the long term to quick moves, laige-scale 
projects, poor planning, and ecological disasters Don't 
move too fast 

Carrying capacity can also reter to humans how 
many visitors can your park accommodate before they 
begin interfering with each others' experience? When a 
park becomes too popular, it often loses that sense of 
remoteness that ecotourists ire seeking, and for which 
they are willing to pay Physical infrastructure-from 
paths to lodging-must be laid out in a low-key, low
impact way, so that the natural ambiance of the park is 
th, dominant impression received 

These are problems and concerns every park faces 
There are countless examples in the United States, for 
instance, of hcw a national paik will draw visitors-md
lions of them-which will cause locals to move away 
because their traditional way of life has been changed 
Land prices and development skyrocket outside parks, 
longtime ranchers and farmers have to sell out Or, in 
the case of Yosemite National Park, all tourist facilities 
have been built within the park, causing tremendous 
degradation to the resource (air, water and noise pollu
tion, changed animal hbitats) and to the visitors' expe
nence Traffic and congestion on the roads and trails in 
parks all over the United States are major issues today 
that are politically painful to solve Plan ahead 0 
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CHECKLIST OF PARK ATFRACTIONS 

Characteristics of the site 

Accessibility 
by independent travellers' pnvate
vehicles (hours from nearest 

city?) 
, 	by four-wheel dnvc only 

only with escort (regularly 
marketed trips? special arrange-
ments?) 

* 	by public transportation 
(approximate cost?) 

e by air only 

Natural/cultural attractions 
* 	 scenery 
' 	 wildlife (presence, visibility) 

* archaeological sites 
' other cultural attractions 
* 	 nearby attractions 
• 	:ealistic tounst season 

Activities 
e 	 hiking (length of trails, degree of 

difficulty) 
* 	bird-watching (number of 

species) 
* other wildlife viewing 
* 	canoes/boating 
* 	camping 
• guided tours 

DETERMINE WHAT TYPE(S) OF 
TOURISTS WOULD VISIT THIS PARK 

n a 1991 study done by the World Resources 
Institute (WRI), nature tourists are broken into four 
separite groups, depending on their true interests 
The "hardcore" nature tourist is a scientific 

researcher, or a member of a tour specifically designed 
for education or to help the reserve in some way The 
"dedicated" nature touiist also takes a tnp specifically to 
see protected areas and to understand local and natural 

A relatively short detourfor a new 
i jecosystem

experience isjust what travellers 

are looking for 
history A "mainstream" nature tourist wishes primarily 
to take an unusual trip, and will participate in an itiner-
ary that fulfills that desire A "casual" nature tourist is 
one who "partakes of nature incidentally" as part of a 
broader trip (WRi, 1991) Different parks or reserves 
will appeal to diffcrert types of ecotounsts, the tnck is 
to identify which will want to visit yours 

In part, this refers back to the issue of access 
Basically, how committed must visitors be to get to your 
park? How long must they stay to benefit? If you are 
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Facilities/convenience 
(Designate whether on site, within two 
hours' travel, or within one day) 
e maps 
e guidebooks 
* interpretive center 
e restrooms 
* 	 food 
* 	 beverages/snacks 
* 	 souvenirs/shops 
• 	shelters or campsites 
* 	 indoor lodging 
* 	hotels (what level, number of 

beds)
 

located near a city, beach resort or other touristed area, 
your chances of breaking into the ecotourism market are 
excellent A relatively short detour for a new experience 
is just what travellers are looking for Also, when appeal
ing to the "casual" nature tourist, your attraction must 
usually be fairly obvious--what conservationists sone
times refer to as the 'charismatic megafauna and flora ' 

One NGO, near Cancun Mexico, has capitalized on 
this opportvnity to take tourists from a beach resort area 
for day trips to their reserves as indicated in the Case 
Study "Sian Ka'an Reserve" 

A "Mainstream" tourist is also typically inteiested in 
megaIauna or flora but is more willing to go out of his or 
her way for a unique experience Still, your pristine 

must be something the layperson can appreci
ate The further removed from other attractions and a 
main road, the more infrastructure you will need in 
place to attract and accommodate that visitor 

A "Dedicated" nature tourist would be willing to 
stay at least one or two full days, perhaps more, depend
ing on the interpretive programs available Could the), 
stay in your park (or nearby town) and do different 
types of day trips? Again, what would other nearby 
attiactions or activities be? What age bracket might be 
interested? More and more travelleis with the time and 
money to be interested in nature tours are older, how 
difficult/hot/prearious might your park ot additional 
activities be? 
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SIAN KA'AN RESERVE

O riginally, tours to Sian Ka'an the coastal dune vegetation along the 	 asked to fill out an evaluation form 
Reserve (organized by Amigos Tulum-Boca Paila road, visit the San From November 1990, when
 

de Sian Ka'an) were directed towards Miguel, Boca Paila and Caapechen ccotours began on a regular basis, to
 
members and benefactors of the lagoons by boat in winter (nesting February 1993, a total of 1,158 peo
association, as well as researchers 	 season for wading birds), or the canal pie have visitd, of which 60% were 
and journalists so they could witness connecting the coast to Chunyaxche U S citizens, 10% European, 18% 
the scientific work being carried out lagoon in summer Boat tours are Mexican and 12% other 
there and realize the inipoitance equipped with binoculars, life lack- About trcquency of visits to nat
firsthand While these types of visits ets, first-aid kits, rain gem, SOS ural areas, 80% answered "some
continue, in January 90 the eco- equipment, VHF radio, snacks and times" and 23% "first time" Thirty
tourism project was staited with the soft drinks An abundant lunch is one peicent found out about this 
following objectivcs included tour through travel agencies, and 
• 	 Prmide an opportunity to both The trip is planned a- a day trip 21% through articles in newspapers 

tcunsts and locals to familiarize because most mainstream tounsts to and magazines Seventy-fou, percent 
themselves with an almost urial- Cancun are tiavehng on a 'package" said the tour was "excellent", and 
tered protected ecosystem and would not want to pay for 90% want to return 

* 	 Raise funds to continue the another hotel room Also, securing While we can't claim to know the 
rooms in the Reserve could mean an business, we feel that 'a" have theresearch and conservation work added logistical problem since rooms obligation to share with other con

we carry out are scarce and service variable k servation organizations the little
 
" Provide employment to the inhab- commission to the Cancun travel experience we have gained so far
 

itants of the Reserve 	 ag'cwies selling the trip is built into Learning to run an ecotourism pro
" 	 Raise the en\,ironmental aware- the price, about 20% goes to Amigos lect can be an enterprise that can 

ness of the general public by pro- de Sian Ka'an for operations and to consume a considerable amount of 
%idingup-to-date information on the Reserve funds, time and energy The most 
the research and conservrtion pro- The tour leaves Cancun at 7 a m important factor to remember is that 
jects and ends around 6 p m It's 'aorth tourism is a wery competitive busi

" Support the Secretariat of Social noting that only a maximum of nine ness If you enter it, the organization 
Development (SEDESOL) in people make up each excursion and needs to momentarily forget its non
inspecting and guarding the that the taking of plants, animals, profit status and abide by the market 

ae v-,iors

Reserve si,.e there are vcnttors cultural item is strictly prohibited
 
ihere almost constantly All trash produced or found during -Juan Bezauty Geel,
 

Reseve m~ethee shells, corals ur any other natural or rules 

the excursion Iscollected and 	 EecuieDirector,Amigos de SianIn the Stn Ka'an "Widerness deposited outside the Reserve At the ha'an, Apattado Postal 770, Cancan,
Adventure" thc visitor gets to know the end of the da), paaicipants are Q R 77500, Mexico 

"Hardcore" nature travelers, while rarer in some 
ways, are more interested in the nitty gritty They will 
travel a long way, uncomfortably, to watch birds, do 
research, or help with a project Several well-known, 
non-profit tour operators--Earthwatch and the Sierra 
Club, among them-offer itinciaries that are working 
vacations (and for which paiticipants pay quite hand
somely) Participants go to a specific park or area to 
help they build trails, construct lodging, do species 
inventories, survey other visitors, etc They can be 
invaluable, if given a few guidelines, some supervision 
and a few tools with which to work All they require, 
other than very' mimmal accommodations (some even 
hnng their own tents), is a place to prepare their own 
food and a chance to help out and learn 
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CHECKLIST OF 	 FHARDCORE ECOTOURISTS 
VISITATION DATA 

" How is data gathered and Travel operators that offer working scientists in their projects 
maintained? vacations and sponsor research 

* Is visitation seasonal or steady? expeditions are listed below International Research 
" Approximate number of visitors Expedions 

per week (low season, high Earthwatch 140 Uversitny Drive 
season) and per-year percentage Tel 800-776-0188 Menlo Park, CA 94025 U S A 
of local, national and PO Box 403 Non profit, public assists in field 
international visitors? Mt Auburn Street research of scientists 

" Average number of days spent in Watertown, MA 02272 U S A 
the area (per visitor)? Uversity Research Expeditions 

" Average size of group? Smithsonian Research Program 
" Number commercially guided, Expeditions Tel 510-642-6586 

escorted? Tel 202-287-3210 (UREP) 
" Tour operators working in the 490 LEnfant Plaza University of Califcmia 

area? Suite 4210 Berkeley, CA 94720 U S A 
" Approximate amount spent in Washington, DC 20560 U S A Expeditions where volunteers help 

park? Volunteers assist Smithsonian scien- University scientists in then research 
" Approximate aniount spent in tists and curators on future exhibi- projects 

adjoining areas? tions, documentation of historic 
" Remarks about level of tourism events, etc Ocean Society Expeditions 

in other protected areas, in the Tel 800-326-7491 
country in general? Foundation for Field Research Ft Mason Center 

" Willingness to pay entry fees, 787 South Giade Road Bldg E, Room 230 
other F-es? PO Box 2010 San Francisco, CA 94123 U S A 

* History of donations to park or Alpine, CA 92001 U S A Each trip project has a p-incipal inves
local park management groups? Non profit, volunteers assist tigator, most irips are marine oriented 

PUBLICIZE THE PARK 	 do they think of your tourism potential? What would 
they need from you to work with you? 

f you choose to pursue ecotounsts, then you must On the next level, contact your state or national 
publicize your park enough to arouse their interest tourisn, officials Governments are beginning to allocate 
and curiosity Notice we say "publicize," not "adver- funds specifically to promote ecotourist destinations
tise " Publicity means having a third party recom- see if you can become one of them See if a cooperative

mend an experience to travellers Publicity is free-woid-	 publicity program might be done to have your informa
of-mouth recommendations, travel articles about your tional brocbures at national airpors or tourist centers, or 
park, inclusion in tour operator itineraries, in-country distributed to tourist hotels in cities Remember, the 
airline magazines Advertising, conversely, means paying government is also trying to get people to stay longer, 
for media space to promote your own agenda, and often spend more and return soon Or get the national airline 
is viewed with greater skepticism than publicity to sponsor a series of photographic posters on the coun-
Publicity can be garnered on a variety of levels try's national parks -a great promotion for them in 

If you are close enough to other tourism centers, international markets 
work with a local car rental company or bus company Try to put an itinerary together, and work with a 
(which should also be looking for new places to send local opeiator to promote it to travel writers and other 
guests) and transport guides and hotel or airline sales- travel industry people These are called "familiarization 
people-anyone in the pos-tio- to gine advice to tiavel- tmps," and are basically free tours given to promote your 
ers--out to your park Encourage them to promote your area If you want to be included, think about what you 
efforts Call or wnte local and national tour companies can provide A free tour, a meal perhaps, even lodging If 
and encourage their input-again, invite them to visit truly qualified industry peope participate, this is the 
What do they perceive as their primary markets? What least expensive way to get better known 
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Work opportunistically Have enough media contacts 
in place-perhaps by working closely with the interna-
uonal NGOs-to immediately take advantage of any 
publicity for your region For instance, the U S movie 
"Gorillas in the Mist," which focused on Dian Fosse's 
work in Rwanda, was icleased in 1988 Park fees dou-
bled the following year, xisitation increased almost 30% 
and the gorilla prolect suddenly attracted worldwide 
attention and funding (Pew Charitable Trusts, 1992) 
The Amazon Basin has received tiemendous internation-
al notice lately, it has become a cause celebie for conser-
vauion Tourism has boomed in numerous remote, 
endangeicd pockets of rainforest there 

Publicize the positive Keep your name in the public's 
mind, both nationally and internationally Send media 
periodic updates of what new research programs you 
have begun, or how many local chiidren you have 
touied through your park, or the dollar figure of conser-
vation group contributions Let your elected repiesenta
tives and tourism ministry officials know how much 
money you re pouring back into the local economy 0 

GENERATE INCOME 

FROM A VA RI ETY OF SOU RCES 


ncome generation is a primary foc us of this chapter, 
anc is one area that most non profit parks and 
reserves do in a very limited way, if at all 

Park Entrance Fees This is one of the most obvious, 
yet most cont roversial, income-generating sources 
There ate several issues here, particularly for parks that 
receive any' iype ot government support How much 
should national taxpayers bc charged for the utilization 
and enjoyment of their own Lountry? Itone of the pri-
mary goals of the park is to educate, then should educa-
tionai tours and student groups and researcheis be asked 
to contribute? At what fee level does the park become 

inaccessible to locals or nationals? 


A multi-tiered fee system seems most apprcpriate, 
with a sliding scale based on the visitors' place of oiigin 
and/or trip purpose Most parkc presently do not charge 
enough to begin paying for their own staffing and main-
tenance needs According to the McKinsey Analysis 
(1992), park fees presently average only J3%ol a guid-
ed tour package's cost in Costa Rica, in Mexico and 
Jamaica, there arc io park entrance costs incurred at all 
by tour operators 

The US National Park System presently charges 
55 00 per carload of people, or $2 00 per peison on a 
bus tour, but is considering significantly altenng that 
structure to rai,,e more money Frankly, the parks are 

very underpriced Parks are seen as one of the great 
"freebies" of the world, yet engender such enthusiasm in 
visitors that most tourists would willingly pay more to 
support them 

Another possibility is to institute a sliding fee scale to 
encourage visitation during off season times of year 
While this might not have a significant impact on inter
national "mainsticarn" tourists, it might well appeal to 
different serious educational groups 

One of the concerns with raising entrance fees 
enough to cover costs is the possibility that foreign trav
ellers (paying $US5 00 to $USIO 00 per person) would 
be given piefeience over domestic tourists (paying under 
$US1 00) in order to meet budgetary needs A quota 
system may have to oe considered that would ensure 
balanced park visitation 

A note if a pai k is considering a fee hike, give tour 
operators a one-yeai gra(e period to incorporate the 
additional costs in thcii prices 

National Tourism Fees Work with your tourism mim
istry a:rd treasury officials to allocate a percentage of at
pori taxes or state tourism taxes to the promotion, pro
tection and development of national ecotourism destma 
tions Again, try o have any tax increases publicized so 
th2t the publc knows that it is paying for something 
consideiect worthwhile-the preservation of natural 
resources can lend legitimacy even to taxes 

Guided Tours Us- staff members to train locals and 
volunteers to give tours Charge for this service 

Sale of Technical Matcials Simple, easy-to-read 
brochures, trail guides and pamphlets could be sold to 
collect additional monies 

Solicit Contitbutions The Nature Conservancy did a 
mailing of the guest list at the Darwin Station in the 
Galapagos Islands and raised $150,000 for projects 
there Donations to the Monteverde Conservation 
League expanded rainforest holdings from 2000 hectares 
to more than 10,000 hectares Ask for contributions in a 
variety of ways if ,isitors appreciate your work, they'll 
be remarkably willing to help fund it 

Tour operators have expressed some concern about 
their clients being bombarded Nith financial assistance 
request.3, and have made some siggestions about how to 
approach them (Pew Charitable irusts, 1992) Do not 
do a "hard sell " Let ecotourists know about your nation
al and international NGO partners, it gives you addition
al credibility Give guests examples of how donations 
have been used so far, and ol ongong projects, such as 

"Through donations last year, we were able to hire 
three additional staff people for keying park flora Three 
cU10pletely new species were found "Or, "If you give 
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$USIO 00, itwill help buy a park guard's backpack 
$US40 00 will help us pay a park guard's salary for one 
week $US75 00 will buy and protect one additional 
hectare of watershed lands $US200 00 will buy you a 
lifetime membership and help us build and interpret a 
new trail through our park Etc ' 

Let your visitors know what you're doing and where 
their money will be spent every time you have contact 
with them reiterate your message on guided tours or 
evening lectures, on the back of any promotional or 
informational literature you hand out, on signage 
Encourage them to sign a guest book, including both 
comments and home addresses 

Depending on the donation, you may wish to do 
something for nature tourists in return-give them a 
small handicraft, send a postcaid in a few weeks thank-
ing them and encouraging them to return, make them a 
park "member," etc 

Contributions from tour operators, either voluntary 
or required, are also po,.,ible Both for-profit and non 
profit organizations will consider leturning a portion of 
their trip earnings If the operator volunteers a part of 
his or her profits for your park, be sure to thank him 
publicly in front of his tour participants When working 
with an operator, make sure any written contract uses, 
to the fullest extent possible, all the local seivices your 
park or community can provide--for instance, require 
that a "step on guide" (lc,(al tour guide) join the regular 
tour escort Encourage any tour operator with whom 
you do business regularly to help train your community 
membeis 

Sale of Local Handicrafts Handicrafts can be either 
bought from locals with the profit to be split by the park 
and community, or sales can be set up within a nearby 
town for additional employment opportunities 

Lodging, Eating Facilities Again, %eencourage you to 
work closely with your community to develop these 
facilities outside of park boundaries, perhaps in a buffer 
zone between the park and town It will affect the park's 
ecology less, while providing a healthier economic and 
political relationship between you and your community 
Try, however, to have some input on design of new facil-
ities, keeping them small-scale, as self-sufficient as possi-
ble, and in tune with the environment Your paik, after 
all, is the attraction that will make these facilities prof
itable, conversely, their reputation will either hinder or 
help your marketability 

If you do choose to build inside the park, consider 
subcontracting to an outside concessioner for these facil
ities, one who can train staff, book rooms, do marketing, 
and keep supplies inentoried Few NGOs can afford to 
become involved with this business, other than as a con-
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troller of building plans and hospitality quality Again, 
ensure contractually that as many local people and prod
ucts are used as is possible 

The experience of one NGO in Bolivia is described 
on page 11 

ROLE OF THE NGO 

hances are that your NGO has no expertise in 
ecotourism You may well he reading through 
this chapter thinking to yourself, "Now, hcwCam I to do all this?" In fact, you ma> be put off 

by the entire idea of ecotourism, given ,iscomplexity 
Frankly, that was ohe 01 our purposes People have 

come to see ecotourism as A'cure-all" foi all eonomic 
woes, but that isn't necessardy tiLe Sonietimcs eco
tourism (.qn help fill park coffeis and contribute suxccess
fully to lanal managenent, research and additional land 
acquisition Sometimes it can fall, either through poor 
initial market research or planning Sometimes it can be 
too successful, harming the very resource it was meant 
to help protect Hovever, with caieful analysis and dedi
cation to detail the right site and by woi king with out
side e\perts, NGOs Lan do the following things 
0 ascertain youi park's tourisni potenuial, 
- determine what infrastructure must bc built (and 

how), 
a 	work with architects, park designers and developers 

who know how to create a low-key environmentally 
sensitive park layout, 

- develop inteipretive materials, curricula foi guide 
training and solicitation proposals, 

* 	encourage discussion- with local commurities, facili
tating wide-ranging and open participation, 

0 	obtain lists of local, national and international tour 
operators who mighi he interested in your park, seek 
advice on whom to contact and how, 

* 	 contact national and international media, ministries of 
tourism and other international conservation and 
funding organizations that could help publicize both 
your ecotourisn efforts and other land management 
issues important to you, and 
identify major benefactors and donors who may help 
you start these projects 0 
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NOEL KEMPFF MERCADO NATIONAL PARK
 
The FundacLion Anigos dle la 
Naturaleza (FA N ) is a prix ate, non 
profit NGO established in 1989 with 
an merall mission of protecting 
Bolivia's biodi ersity Specifically 
F k N is working in Noel Kenplf 
and AinborL, Natio,al Parks wit h 
iunds receixed through the Parks in 
Peril Program In December 1990, 
FA N , \kith funding provided by The 
Nature Conseivancy, acquired Flor 
de ero-the only pri ately owned 
property ( 10,000 acres) lo-ated in 
Noel Kemplf National Pai k arid 
strategically perched on the edge of 
the Itencz River bordering Brazil 
Flor de Oro scrved as a camp for the 
northeastern scction of the Park to 
deter Brazilian fishe-man and log-
gers, who pose a major threat to the 
Park FA N traisformcd this Cattle 
ranch (all but 50 head Of cattle were 
sold) into a park guard station and a 
base from which to launch scientific 
research expeditions to other loca-
tions in the Park Conservation 
International RAP Team expeditions 
obtained remarkable findings on bird 
species, raammrnal populations and 
plant hfe-all mclicati Ig a health), 
park with high biological diveisity 
Moreover, the Park's remoteness, and 
its pristine and stunning landscapcs 
have proved to be a strong plus for 
attracting visitors 

Ted Parker (ornithologist, PAP 
learn coordinator and also a free-
lance guide for Victor Emanuel 
Nature Tours-VENT) strongly recom-
mended that For e Oro (and the 
Park in general) be dex eloped as an 
ecotourism site He was responsible 
for bringing FA N , irst group of 
VENT ecotourists in August 1992 
FA N concluded that ecotourism 
could provide not only re\enue for 
the Park, but also publicity and 
names of ecotourists for a possiblc 
membership base After an ass.,s-
ment and discussions with Dr 
Pa) ker, FA N chose ta develop eco-
tours itself because of the lack of a 
competent local travel agency and 

the presence of an interested and 
ommnitt,.d staff This dIecision x , a 

dilfficult one for FA N and may not 
be %,isefor other NGOs In this case 
there was no loal travel agency 
capable of organizing a tour-the 
p.arL and suriounding area are 
unknown and the logistics difficult 
and only familiar to FA N Dr Parker 
also argued that it wa,, piefetable that 
FA N , a non profit conservation 
organization working to protect the 
park, rather than a local for-profit 
travel agency, receive ecotounsm 
profits Because of the isolation of the 
park aica, involvement of the local 
conmunity was not a key issue 

FA N organized all in country 
logistics for the VENT group This 
included making hotl reseivations, 
contracting aii and latid transporta-
,ion, hiring drivers, cooks etc , calcu-
lating and purchasing fuel for larld 
and air transportation, ensui ing Ihat 
accommodations had the necessary 
equipment and weic clean and com-
fortable (in Los Fii ros this meant 
making a preliminary trip to check 
facilities to see if there was a stove, 
refrigerator, sheets, to ,els, kitchen 
utensils, etc ), preparing menus and 
purchasing food, cootdinating with 
FA N personnel as to what their 
duties and responsibilities during the 
visit would be, and paying all 
expenses Incurred during the visit 
(VENI deposited into FA N 's US 
bank account the full amiount of the 
in-country costs - and as the tour 
progressed, FA N paid the bills and 
at the end pro\ ided VENT with a lull 
financial report) In addition, FA N 
gave a slide show on conserxat'r'n 
problems and efforts in Bolivia and 
FA N 's role in conservation This 
pronp,c d some partit ipants to mabe 
conttil ,utions 

Wid substantial funding and 
technical assistance through the 
Parks in Peril Program, FA N has 
developed and begun implementing 
management activities for the Noel 
Kenpff Mercado National Park, inte

grating the budding eco1ourism pro
gian rhe Coimevl\arncy aSo provid
ed, and assisted In sculing funds 
for, ecotourism infrastructure at Flor 
de Oto, an airplane anti air.trip arid 
a small airport in Santa Cruz As the 
infrastructule has improved, FAN 
has established twelve ti ips for 1993 
(seven international and live naton
al), with up to 150 peeple participat
ing 

Priority areas for the near future 
includ, obtaining funding to com
plete infrastructure at lor de Oro, 
developing skills of local guides who 
could perhaps double as field coordi
nators for dcsignated ecotourism 
sites, improving the coordination of 
logistics (ensuring that vehicles have 
radios, for regular communication 
between groups and/or with the Flor 
de Oro/FA N office in Santa Cruz), 
increasing administrative personnel 
at Flor dle Oro, determining eco
tourism staffing needs and establish
ing an emergen y evacuation plan 

FA N 's purpose for developing 
an ecotourism piogram in Noel 
Kempff National Park is to (1) 
increase or obtain funds for conser
vation of the park as well as obtain 
genetal funds for FA N, (2) stimu
late visitation to the park by both 
foreigners and locals, and (3) initiate 
a membership program for visitors 
.t the same time, the issues of bio

iogical carrying Lapacity, recommen
dations on the use of designated eco
tourism sites (Flor de Oro, bays, 
waterfalls, serrania and othei camp
sites), itineraries, and an aniay of 
other topics must )e addicesed This 
is esential considering that other 
countries have evaded these steps in 
developing their ecotourisn pro
grams only to later suffer the conse
quence of diminished presence of 
anial populations, ovei u:,C of trails 
and general degradation of sites 

Another side of FA N 's eco
tourism progiam addresses the issue 
.tontinuai on ,1,\1 pg. 
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of nat'-mal ecotourisn pol' 
Presently, there are no regulations or 
legal polICes directed at the use )I 
protected areas for ecotourism The 
lack of infrastructure (lodging, roads, 
trails, scenic lool- -out points), quali-
led personnel (bi-ligual guides), 
and other factors have checked the 
dCvelopment of ecotourism in 
Bolivia As FA N develops an eco-
tourism program in Noel Kempf. 
National Park, it plans to vork with 
an ecotouism consultant to set site-
specific policies At the same time, 

this consultant will cariy out prehnim-
nat y 1isLUSsions with the National 
Secietat y for the Enviionnent to 
help detei mie what policies should 
be considered at a national level 

What is projected for the futte 
In 1993, FA N e\pects to complete 
inflastILucture at Flor dc Or,,, to 
work %kithan e(otout ism onsultant, 
receive up to fifteen gioups (both of 
a large and small natte and of local 
,nd international origin), hire an 
additional pCIson to assist the eco-
tourism coordrnatoi, produce a pro-

motional brochure on Flor de Oto 
and other areas of the Park (micud-
Ing the trail s)stem developed at Floi 
Cie Oro hy Peace Corps Volunteci 
Alexandra Wood) Ihe key to 
developing a successful e.otournsn 
piopiam lot Noel Kemfpff has been 
careful planning and ihe willingness 
to seek help from those who have 
nore e\tensve expcrience in eco
tourism , 

- Nicole Mattinez, I A N, 
Casilla 2241, Santa 0 uz, Bolivia 

EVALUATING "SUCCESS" AND "FAILURE" Butldng ecotourtsm for your park will be a long,
 
slow, painful process As Geoffrey Barnard has said,
s we have seen, sheer visitaton numbers do "Vision is important, but contintity of action is the key" 

not constitute success The study by World (Pew, 1992) Plan carefully, expand slowly, keep growth 
Resources Institute on maximizing nature sustainable Never depend entirely on the ecotourist dol
tourism's ecological and economic benefits lar-if the weather goes bad or the world economy 

suggests determining "that point where the distane worsens, if your country's polin.al situation receives too 
between benefits and costs is greatest (not where the much negative internatiopal attention, if visiting remote 
number of tourists is greatest) After this point, the mar- parks simply 'goes out of fash:on,' make suie you won't 
ginal benefit of each additional visit is less than the be caught with huge debt and expectations that can't be 
added cost of such a visit because of ecological, conges- filled 
tion and cultural impacts " (WRI, 1991) But if you can successfully blend all the necessary 

Having 'too many" visitors leads to unacceptable ingredients, ecotourism will offer enormous returns on 
degradation of the resource Determining that break- the time, money and effort expended to attiact it The 
even point well in advance is the most difficult task you rewards are not just monetary but also a heightened 
lace Constant reevaluation must be made, measuring fee national and intei national appreciation of the resources 
policies and visitation quotas against actual demand By you are so committed to protecting If "seeing is believ
using all of the income-generating mechanisms open to ing," then there is no better way to educate people 
you, what is the highest dollar amount you can earn everywhere about the needs and benefits of 
from the lowest number of visitors? conservation 0 

Poor park layout and planning also can easily con
tnbute to resource harm Paths that do not give the visi
tor a sense of privacy or that disrupt animal behavior are 
worthless, sanitation that degrades water and soil quality 
is sinful, accommodations that are too obtrusive hurt 
)our ecotourism potential as well as your main land 
management goals 

The local community must benefit from your efforts, 
local involvement arid education will encourage not only 
economic interest but also non monetary responses such 
as voluntary watershed or species protection The more 
committed community members become and the more 
financially rewarded they are, the more they will support 
your conservation efforts 
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INTRODUCTION WHO ARE MEMBERS?Membershipmay be a conservation organ- Member., are individuals or entities (businesses, clubs, 

zation's most important resource The fact etc ) that join an organization (usually by paying a mem
that a large number of people, locally and 
internationally, have chosen to affiliate 

themselves with your organization and what it stands 
for is a valuable source of prestigc and political clout 
Membeiship dues can be a significant source of income, 
but your members can contribute much more than their 
annual dues They can help spread the word about your 
good work by talking to their fiiends and associates 
Some of them may contribute volunteci work You can 
call on members to write letters to their elected repre-
sentatives and to editors of newspapers, to buy tickets 
to benefit concerts and special ev. nts and to make addi-
tional contnbuuons above and beyond their annual 
dues 

Membership programs are a valuable tool for com-
munity outreach and participation, and for building 
your organization's role as a beneficial force for repre
senting the public interest The type of membership pro-
gram you select, and the strategies you use to recruit 
members, should be appropriate to your orgamization's 
mission arid program goals Consider also the special 
characteristics of your donor and client groups, existing 
and potential This chapter will help you ask the right 
questions before you get started, or to evaluate and 
make adjustments in your present program 

Not many organizations ,nthe Latin 
American/Caribbean region have uilt dynamic mem-
berships that they aie able to mobilize as a powerful 
resource for conservation Several, however, have made 
interesting starts, and we believe that memberships will 
become increasingly important inthe coming years 
We recommend that anyone contemplating launching a 
membership campaign consult with other successful 
membeiship-dnven organizations and start on a small, 
experimental scale to oetermne which methods will be 
successful in yoi own country 

Also be clear about the purpose of your membership 
campaign--educational, political, financial or all of the 
above In the Caribbean or countries with a relatively 
small population base, be sure that there is a sufficient 
number of potential members to meet your objective 
Asmall island may have a relatively smal', iiddle and 
upper class and only a certain percentage uf people 
interested in environmental issues Inthis situation you 
probably will never be able to achieve a firianc.olly suc-
cessful membership program unless you look at interna-
tional memberships So be clear what your objective is, 
and wheie your target audience is,from the beginning' 
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bership fee) to receive specific benefits The primary 
benefit, of course, is to be part of an organizanion sup
porting the conservation of natural resources However, 
formal membership programs usually offer additional 
benefits such as free admission to reserves, discounts on 
merchandise, invitations to meetings, field irips and 
other events and, quite often, a sub.cription to a bulletin 
or newsletter 

Don't make the mistake of assumiiig that your 
donors are your members, and vice versa Fundraising 
and membership development a - related activities, but 
they are not the same thing' Members are people who 
have made a commitment to provide regular, ongoing 
contributions for the general good of the organization 
Depending on your statutes, they may be eititled to vote 
in activities such as the election of the board of directors 

WHAT ARE THL PROBLEMS 
ASSOCIATED WITH MEMBERSHIP? 

By dcfinition, members expect services, and you can run 
into problems if members' expectations exceed your 
organization's ability to deliver The most common prob
lems are that benefits such as newsletters end up costing 
more to distiibute than membership dues can cover, or 
that working with members consumes staff tine thdt 
would be better invested in other p;ojects Before start
ing your membership campaign conider carefully 

The total cost of providing whatever benefits you 
propose to offer to your members, including the cost 
of staff time Youi membership fee should cover these 
costs, allow a margin for cost increases so you don't 
have to inciease the membership fee eveiy )eai and 
still provide some margin of piofit to you Most orga
nizations offer several categories of memberships, with 
special, "extra" benefits for those who donate more 
The demands or cxpectations your members may 
have above and beyond the promised benefits Most 
organizations experience at Least a little difficulty in 
coping with members who pay minimal dues but 
demand lots of service-calling your office for infor
mation to help with their children's school papers, 
for example, or asking you to arrange for them to visit 
one of your preserves Some of these services, like use 
of youi libraiy or special touis, you may wish to offer 
for a fee, perhaps a reduced fee for members and a 
higher fee for the general public Be prepared for these 
requests and set policies on what services you will and 
will not provide When recruiting members, ilways 
be clear about exactly what the benefits will be 



Depending on your organization's bylaws and tht 
laws of your country you may be required to have an 
annual membership meLting at which all members in 
good standing have a chance to elect officers, to review 
your finances or to oficr resolutions on policy -nattcrs 
Be sure to get good legal advice on what is required 

You will not have control of what )our memnbeis may 
say or what positions they may tabe, speaking 'on behaif 
oF' -e r organization Institutnns wiih whom you haxe 
important relitionships (government agencies, the 
media, your donors) should know who is authorized to 
speak for your group, and whon to call should a ques-
tion arise 

WHAT IS A MEMBERSlIP PROGRAM? 

A membership program is a set of benefits that you 
offer in return for payncat of annual dues A member-

ship campagn is the woil, you do to "sell" the idea of 

joining your organizati( n I' involves identification of
 
your potentiol mcmbers, knowing wha, will attrac: them 
to your organization and cc, itacting thzin to offer the 
opportunity to become a member In the Umted States, 
this is usually done with letters sent hrough the mail 

Bt as you will see, in Latin America, a wider range
 
of technique-, have been tried, with aryii.g levels of
succs •INDICATE
 
succes< 0
 

T:~r' AUDIENCE 

P	 1 ~ aking out a membership in order to feel part 

of a group is a strong motivation for most 
"joiners" in ihe United States, but this person-
ality trait may not be applicable in other coun-

tries, if you seek internationaVU S membeis for your 
own organization, this t-a valuable chaiacteustlc to bear 
in mind 

Investigate your own situation by seeking out volun-
tary organizations with membership piograms in your 
own country Who are their members, and what made 
them join, Ask family, friends and associates what they 
think of the idea of joining a conservation group, and 
what might motivate them to do so (One U S group 
that surveyed its members about what benefits they 
liked most found, surprisinglv that the thud most popu-
lar henefit, after the "sense of belonging" and receiving 
a magazine, was receiving invitations to special zvents-
even though fewer than 2% ever responded to the invi-
tations or attended any event') 

Keep in mind thit different benefits may appeal to 
different portions of your audience-rural and urban 
populations, for example, or middle and upper income 
people 

What does yoni audience already know about envi
ronmenI conservation? Most campaigns designed in 
the United States draw on a relauxely high degree of 
knowledge and concern among the general population 
But even if conservation is not a frequently discussed 
topic In lotal neighborhoods, you can link the need for 
conselvation to problems that most people have proba
bly observed alrcady-water shortages, for ,:>ample, or 
crowding and difficulty of access to parks and beaches, 
declines in fisheries or firewood A sense of contributing 
to improving the quality of one's own life or the lives of 
one's children ,s a powerful motivator for most potential 
members 

Many Americans are motivated to give by the incen
tive of being able to take a tax deduction for doing so 
But this will be a powkerful motivator only in countries 
where such deductions aic allowed (This, of course, 
works only where scrupulous maintenance of records 
and tax payments are the norm') a 

SUCCESSFUL MEMBERSHIP 

CAMPIGNS IN LATIN AMERICA 

Members are motivated by the prestige of 
belonging to a well-known, respected organization
People respond when you present a problem and 
invite them to contact you for more information•People who are interested in conservtion will 

join an organization to meet others who share

their interests
 

• 	Conservation membeiship has been nearly
 
100% urban
 

• 	Most of the membeis who join are personally 
acquainted with someone on the staff, or have had 
personal contact with the organization in some way 

• 	The most successful method for recruiting corpo
iate members has been personal solicitation of
 
business associates by members of the board of
 
directors of the organization

When membeiship campagns use televison 
advertisements, those who contact the organization 
for information about the situation presented on 
televisioa are excellent prospects for membership 
The most successful Lonversion of inquiries to 
membership takes place when the person comes 
to the organization's office or is Visited by a member 
of the staff, and is asked to maL, a membership 
contnbution at ,ne same time he/she receives the 
information 
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MEMBERSHIP How TO GET PEOPLE TO JOIN 
DEVELOPMENT TECHNIQUES 

1 	Personal contact is it-e most successful recruitmentT his section is based on recommendations fiom technique One-on-one meetings between staff or 

Carol Blanton, Director of Membership in the 
Conservancy's California Chapter In 1990, she 
spent four months working in Costa Rica, 

Panama and Mexico as an advisor to NGOs developing 

membership programs 


Membership development is the process of building, 
renewing, up~rading and maintaining membership to 
provide a nonprofit organization with ongoing income, 
as well as a source of volunteers and community sup-
port 

Before an NGO launches a membership program, it 
is essential to evaluate how the membership will support 
the organization, and how the organization will manage 
the responsibilities of amembership program 
Membership development is no- simply the act of 
attracting new members It is an ongoing process identi-
fying potential membeis, recilting new members, 
thanking them, providing benefits and renewing and 
upgrading existing members to Inc-ease their suppoit 
for years to come # 

ArTRACTING NEW MEMBERS 

WHERE TO FIND POTENTIAL MEMBERS 

1 People who can afford to join include members of 
country clubs and civic clubs, credit card holders, 
professionals, visitors to expensive reso, ts, friends and 
colleagues of your board members, people who 
own homes in "high rent" disticts 'nd possibly 
European and US citizens who are resident in your 
country 

2 People who understand the importance of the mission 
of your organization, i e scientists, members of other 
similar organizations, members of professional and 
scientific societies, university graduates, colleagues of 
staff and board members, visitors to zoos, parks, 
botanical gardens and natural history museums and 
people who participate in activities o, your organiza-
tion like field trips, volunteer activities and events that 
inform them about your mission 

3 People who enjoy the out-of-doors, including zco 
and park visitols, conservation club members, bird 
watchers, oichid and other botanical enthusiasts, 
cyclists, sport fishermen, field trip participants arid 
ecotounsts 
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board members and the potential member or mem
bers are most likely to be successful These are also 
the most time-consuming This technique should cnly 
be used when the individual has the potential to be a 
major supporter A more efficient way of making per
sonal contact is through speeches to gruups of poten
tial members (i e university groups, professional soci
eties, civic gro',ms) Don't make your speech just infor
mational It is essential to actually ask people to 
become members 

2 	Events and field tnps held by your organization give 
you a chance to tell people about your organization's 
work, and then solicit them for membership Speulng 
events, long distance runs and cycling meets might 
also attract potential members Again, the key is to ask 
people to join 

3 	 Set up a table oi booth with a staff member at places 
where potential members gather zoos, parks, botani
cal gardec's Explain to %isitors how your organiza
tion's wolk ielates to what they re seeing and enjoying, 
and ask them to become mem-bers 

4 Mail leters of solicitation Mailings can vary from 
sophisticated mass mailing, to simple mailings to 
small groups With mald solicitations, more than any 
other technique, it is essential to track responses and 
evaluate the effectiveness of each effo:t The following 
examples are listed in descending order of cost and 
effectiveness An appeil from the Conservancy is 
included in this chapter as an example 
Mass mailings To send se'veral thousand pieces to lists 
of organizations, clubs or groups, you need computer 
support and volunteers or staff to process laige vol
umes of mail Mass mailings are most successful when 
you have some confidence in your postal system, you 
can obtain lists of potential members and you have 
adequate start-up furding NGOs with an inte.est in 
attempting a mass mailing should contact ANCON 
(Panama) to understand how the organization over
(ame problems with an unreliable postal system, its 
.omputer system, where it obtains lists and the costs 
Mailings to individuals Personalized letters to col
leagues and associates of your staff and board mem
bers are most effective if signed by the staff or board 
member and written on personal stationery The effect 
is of a personal request from one fric nd or colleague 
to another 



1993 RrSOURCI S IOR SUCCESS 

Mailings to targeted groups Park and zoo visitors and RENE ING M EMBERS 
event and field trip participants can be sent letters 
describing your organization and asking them to join he ieal volue of a membership campaign is not 
You'll need to set up a system for getting the names in attracting new members to your organiza
within a few days of their visit so the letters can be tion but in renewing existing members All too 
sent promptly First try a simple sign-in sheet at the often NG~s put substantial effort into signing 
entrance to the zoo or park, or try offering a prize or up new members and pay almost no attention to renew
lottery drawing as an enticeneiit ing their existing members It is a simple matter of math

ematics No more than about 10% of the people you5 To attract people who spend money on conservation solicit will become members, and the ones that do will
 
and out-of-door merchandise probably give at the lowest level So the cost of each of
 

" Display brochuies (with reply coupons and return those members is quite high Conversely, you can expect

envelopes (see item 2, "Reply Coupons," under that 50% to 80% of your current members will renew,
 
"Guidelines for P-eparing Membership Development and that their SL iport will increase each year
 
Materials," below) in outdoor equipment stores, shops
 
that sell ecotheme products and ecotourist and artisan
 
shops 	 Renewing existing members is easier 

" Insert a membership brochure in ecomerchandise 
The brochure can be attached like a label to the mer- thanfinding new members. 
chandise or inserted in the bag when the merchandise 
is sold 

" Automatically make anyone who buys your merchan- Renewing existing members is easier than finding
disc a member of your organization This wili require new members Your existing members already under
getting the narr e and address of everyone whc makes stand your mission and believe in the importance of the 
a purchase so that the bulletin and renewal ca?. be work your organization does They don't have to be edu
mailed to them It will be important to follow up with cated or persuaded to join You also know who and 
these members !;oecause they will not have actually where they are 
made a decisioi tc joip and so will be less likely to All you have to do is remind your members to renew 
renew You will have to be aggressive in educating Asking memoers to renew is reminding them of the 
them through your bulletin and other means so they commitment they made to your organization when they 
renew joined It is your responsibility to notify your members 

that it is time to rene~v and their responsibility to contin6 	Display membership brochures with response ue supporting you by renewing their memberships You 
envelopes at stores, museums, zoos, park entrances, should not be reluctant or embarrassed to send renewal 
airports, hotels-anwhere your potential members go notices A renewal notice is like the bill you receive from 

the electnc company You don't expect to pay fo, elec
7 	 In addition to cash contributions, some organizations tricity until you receive a bill Members won't renew 

accept services and volunteer time iii payment of until you remind them that it's time to do so 
mcmbeiship, and find this system very effective 
These are services that otherwise would have to be How TO RENEW YOUR MEMBERS 
paid for ,ncash (advertising, accounting, copies) 
Staff can ask, for example, that the menber contribute I Set up a system to keep track of your members, their 
twice the value in service , as the cash coot of member- addresse-, how much and what they gave and, most 
ship This type of membership is often easier to solicit important, their renewal date Although this can be a 
than a cash contribution and allo .vs you to attract manual file system, it is highly preferable to use a
 
people without a high level of disposable income $ computerized system ANCON has developed their
 

own software and manual for managing their mem
bership program 

2 	 Renew your members annually or, in some special 
situations, monthly; and renew them on time Make 
renewals a pnonty It is best to send out renewal 
notices on the anniversary of the month they joined, 

TillNAIURI CONSIRVANCN XI-. 
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rather than lumping the renewals together and mailing 
once or twice a year Most important, mail the renewal 
on tine Not only will you receive the income sooner, 
but a weil-run renewal program sends an important 
message to your membeis It says that your organza-
non relies on membet support and that the organiza-
tion is run in an efficient, businesslike manner 

3 Don't be afraid to ask more than one time The first 
notice should go out one or two months before the 
renewal month (the month the member originally 
joined) and be followed up by one, two or three more 
monthly notic-s until the member renews The follow-
ing flow diagram is the approach ANCON uses for 
soliciting and renewing memberships 

FLOWCHART OF A 

RENEWAL METHODS 

The following methods are listed in order of effectiveness 

1 	Should you i.tail a letter or something that looks more 
like a bill? The advantage of a letter is that you can 
give the members information about the organization, 
what you've been doing in the past year and why their 
continued support is so important A "bill" reinforces 
the obligation to renew In either case, it is important 
to be clear about the purpose of the mailing, and to 
communicate the importance of the member's support 
and the obligation to renew 

2 Telephone members to remind them that their renew
al is due, and have a messenger pick up the check 
This is costly but may be necessary where postal 
systems are unreliable 

1 
MEMBETZSHIP PROGRAM MEMBERSIiIP PROGRAM 

I'l 
PROSPECTS
 

]r Rqquero urMailng 

NO PROSPECTS YES I MREIBLPS 

2nd1ReqursrorFollowquptrwaflrIM 	 r lr 

NO PROSPECTS YES NEW M1 IBERS RFNEW 

3rd Request orFollow up mai 2T 

TiIANK YOU CARE) 
NO PROSPECTS YES IRECEIPT, NEWeIl TTER1 

FIELD TRIP1 6INVITATIONS, 
4th Request and Surveyl 	 I.I%IRLqut st for Rt nt wal (Memrbc rship will expire) 

2nd Rtqut si /or Rent wal (Mt mbi rship expired) 

NX T CNACTIVL YESM FMBR 

S3rdRc quest for Rent wval andSum~ty 

SNONACTIVE 2 YES 

MEMBER-DELETE 
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3 	 Send a messenger to the home or office aitomatically
 
each month in cases where members have joined a UPGRADE TABLE
 
monthly payment program
 

i"HIGHEST GIFT IS LETTER SHOULD COUPON AMOUNTS

4 Send letters followed up by telephone calls, ASK FOR
 

or vice versa $7,500-$10,000 $10,000 10,000, 8,000, 7,500 other 
5,000-$7,499 7,500 7,500 6 000, 5 000 other 

5 Publish a renewal notice in your hulletin Though an 2,500-4,999 5000 5,000, 3500, 2,500 other 
inexpensive method because it takes advantage o 1,500-2,499 2500 2,500, 2,000, 1,500 othc.r 
pnnting and postage costs already being spent, there 1,000-1 499 1,500 1,500, 1,200 1000 oher 
are several disadvantages First, there is no way to pel- 5C0-999 1000 1,000, 750, 500 otherae250-499 500 500, 350, 250 other
sonalize or focus the renewal iequest to attempt to 

150-249 250 250 200 150, ot r
upgrade the member's support (see "Getting More and 100249 	 50, 15i, othr100 149 150 150, 125, 100, other
 
Larger Gifts from Your Members," below) It's also 50-99 
 100 100, 75, 50 othcr 
often not clear to members that they're being asked to 

renew The renewal gets lost in the bulletin Finally, it 

_
 

is difficult to provide a reply envelope If you must use 
 2 Offer premiums for increased gifts such as a book,
this method, make the renewal form visually promi- note cards, post cards, tote bags or a T-shirt The cost 
nent or, better still, make it a separate enclosure and of the piemium, including mailing and staff time,
provide an envelope should be no more than 10% of the donation Be sure 

that if you offer a premium you are prepared ahead of
6 	 Look into the ways people pay their utility bills in your time This may require funding for the premium, 

area In places where the postal system is not reliable, packaging, mail and delivery Look for something that 
utility bills are often paid at markets, banks, post is easy and cheap to mail Does it require hand dcliv
offices, etc This option offers the advantage of a safe, ery, is it fragile, is iteasy and cheap to package and 
reliable system that people are accustomed to using, does it require complicated conimunications with the 
and it might reinforce the sense of obligation to renew member regarding size, color, etc ?You will do more 

harm than good if you cannot get the premium to 
GETTING MORE AND LARGER GirTS people intact, ina timely manner An example of a 
FROM YOUR MEMBERS gift as thanks for a contribution is included below 

If you treat your members well, send them bulletins aid 
other information they expect, thank them for their gifts 
in a t~mely manner and provide them with the other ben
efits you've promised, and if your organization is doing a 
good job, you can expect member support to grow With 
this increased loyalty and understanding will come 
increased generosity Again, all you have to do is ask 

Techniques for Increasing Member Support 
1 Through the renewal process, ask all members, or 

members in the higher giving ianges, to increase their When You Join 
gift by 25% to 50% when they renew This will require The Nature Conservancy. 
that the renewal letter arid reply coupon be individu
ally typed or computer generated, not pre-printed With your membership gift we'll send you ourexclusive first edition 1994, 16 month wallThis is easily accomplished on a standard word calendar as a special thanks
 
processor system such as "WordPerfect," and the use 
 I's filled with beautiful fut-coor photographs 
of an Upgradc, Table At renewal time, you look at of wildlife species and landscapes-all
 
what the member gave the year before and then refer protected by The Nature Conservancy Not
only will you be amused and amazed as youto the Upgrade Table to determine what the renewal turn the pages of this handaome calendar, 
request will be To ensure that you don't push the you'll also have the added satisfaction thatyou are doing your part to help Dreserve the
member too hard, you can list several gift amounts on world for allits creatures
 
the reply coupon 
 Pl,.... allow 4-4 w. fordelivery You,cntibuti,,n i. 

edouctibl. exceptfor the$7 9 releillvlue oflhe clonda, 

leo piese)
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3 	 Establish membership levels and ask the members to 
move up to the next level at renewal time This is a 
way of formalizing the first technique By establishing 
membership levels with names ("Patron," "Benefactor," 
"Family Membership," etc ) you can have prepnnted 
reply coupons with these levels highlighted and then 
ask the member to move up to the next level in the 
renewal letter You can circle in a bright color the level 
on the reply coupon that you have asked the member 
to move up to and add a note of encouragement 

4 Invite all or selected high-level members to an event 
At this event you can raise money in several ways, but 
it is important to decide ahead of time the objective of 
the event 
To solicit people for gd:s at the event, you may want 
to keep the price of admission low or fiee to ensure a 
large attendance Or you may want to have a high 
entrance fee to ensure that all attenders have a high 
giving potential Thought must also be given to how 
you make the solicitation Rarely will people make 
gifts spontaneously-you must ask people to give You 
may even want to arrange with a few key donors 
ahead of time to make the first gifts or even do the 
asking in order to get the process rolling 

* To sell, auction or raffle items at the event, have a few 
key members lined up ahead to make donations or 
bid in order to get the process rolling 
rfo educate your members, build enthusiasm and/or 
thank them for past gifts you may not want to charge 
admission, but you must follow up with all attendees 
after the event, to ask for support 

* To make money on the event itself it is essential that 
you keep costs at a minimum and work hard to sell 
tickets Arrange for donations of food, beverages, 
entertainment and labor to ensure the greatest return 
on your investment in the event 

5 Establish a "giving club," which is a variation on 
membership categories, discussed above The club is a 
"special" membership for those who give in a higher 
category It should have an identity-a name like the 
"Flamingo Club," "Chairman's Council" or "Founders 
Circle", a logo that appears on all printed materials, 
special event- atid benefits foi the members, like an 
annual dinner or field trp, fr-e admission to parks, 
zoos, etc, and perhaps a premium such as a book or 
calendar for joining or for increased donations A 
good premium is a certificate of membership that the 
members can frame and put on their walls, or a mem-
bership card If the card or certificate has a space 
reserved for new inscriptions with the renewal each 
year, when you ask the members to renew they will 
have to send you the certificate to get their current 
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inscnption, which may encourage renewal And the 
certificate will be a daily reminder of your organiza
tion and a source of pride when friends and colleagues 
see it It is essential that }ou build a sense of pride and 
exclusivity with the members of this club and main
tam contact with ttiem This might come through ieg
ular informatvonal mailings, newspaper/inagazine 
reprints, a speciil newsletter, invitations and general 
information that promotes the organization and gies 
the members the impression that chey are special and 
valued fnends with a personal relationship to the 
organization 

6 	Use your board to identify high-giving donor 
prospects Sometimes the best prospects for large gifts 
will come not from the membership, but from indi
viduals your board can introduce you to Asking your 
board members (and other membei s who have high
level contacts) to give you a list of their friends and 
associates Then ask each board member to write a 
personal letter that you draft to ensure accuracy The 
board member may also make contact personally or 
by telephone A request for support from a board 
member to a friend adds credibility to your organiza
tion because people are more likely to have a positive 
reaction to a request from a friend or colleague than 
an organization they know little about A 

TESTING AND MONITORING 
MEMBERSHIP DEVELOPMENT 
TECHNIQUES 

o one technique for soliciting, renewing or 
upgrading members is right for all organiza
tions However, techniques can be evaluated 
and compared based on cost and effective

ness so you can determine which ones are best for your 
organization To lest, track and monitor your member
ship efforts 

1 Code all solicitation materials so you can idenuy 
them The code is a special marking-usually a com
bination of letters and numbers--that indicates which 
particular publication or material resulted in the 
membership contribution The code therefore must be 
put on the part of the solicitation that comes back to 
you the reply coupon When you prepare coupons
for bulletins, renewals, brochures, mailings to differ
ent list or groups-anything you use to ask people to 
join-code it' Codes should be simple, but unique for 
each solicitation effort, and should identify the group 
the solicitation targets, the time it was use, where it 
was used-whatever you need to identify it in the 
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future For instance, the coupon in your spring 1993 2 Keep tiack of how many prospective members are in 
bulletin might be coded "S93B " The reply coupon in each solicitation For instance, the number of 
letters sent to board member friends, in spring 1994, brochures left at a location, number of letters mailed 
might be "bml-s94 "The reply coupon in the or number of people invited to an event This is 
biochures you put in the Grand Hotel might be "ghb," referred to as the "population" of individuals solicited 
as opposed to local T-shirt shop "tsb "You might test a 
coupon in you. brochure that has an envelope 3 Keep track of the costs of each solicitation effort 
attached against one without an envelope The two printing costs, staff time, postage, event costs, premi
coupons might be coded "bcne" (bulletin coupon, no urns and benefits, etc as indicated in Table 1 and 2 
envelope) and "bcwe" (bulletin coupon with enve- based on ANCON'S membership program 
lope) Don't forget to keep a record of all your codes, 

4 Keep track of how many people you solicit and how 
TAI! I much money you receivc from each response to the 
COST OF ONE MAIL SOLICITATION invitation, letter, brochure, etc 

MATERIALS CosT PURUNIF COST PERUNIT 5Prepare a spreadsheet of chart (following the formula 
NATIONAL INTERNATIONAL outlined it this chapter's end) to make a relative corn

LWterhitad paper US$007 US$0 07 parison between very different solicitation effortsMhtnge op US$O08 US$o 0 Compare, for instance, the response to brochures leftliturn en dopi US$O 06 US$0 06 at the zoo with the response to letters mailed out to 
Registration form Us$O 04 US$004 people who visited the zco Compare response rates
 
Decals/Siickcrs US$0 14 US$0 15 (percentage of the total population that joined from
 
Photocopy Us$o 10 US$o 10 one group of solicitations), net income and cost per
 
posit.ige Ls$0 20 US$0 3 unit raised from one effort to another Table 3 was
 
Labor US$0 05 US$0 05 developed as an evaluation tool by Dimas Botello in
 
Miscellaneous 
 Us$0 20 uS$0 20 ANCON 0 
TOIAL US$1 00 US1 16 

GUIDELINES FOR PREPARING
 
TrAii, 2 MEMBERSHIP DEVELOPMENT MATERIALS
 
COST OF MAILINGS PER
 
DONOR IN ONE YEAR 1 "7 hen you prepare wntten matenals for
 

membership solicitation such as
 
NATIONAL INTERNATIONAL brochures, letters or reply coupons, 

R D R follow these rules 
1st solicitation US$ 1 00 US$i 16Thank >ou Us$1 00 US$1 25

Newsleers (4) US$2 08 
 US$2 36 1 The brochure or letter must be clear and to the pointOutreach acvi US$2 00 US$2 00 It must describe the mission of your organization, andTOTAL US$6 08 US$6 77 its goals and activities Also give examples of projectsyou have accomplished and are working on Explain 

TABEP 3 

EFFECTIVEINESS OF THE MEMBERSHIP 
CAMPAIGN ANALYSIS OF SOLICITATION ACTIVITIES 

A B C D E F G H I 
REQUESTS UNIT TOTAL NUMBER % INCOME NET AVERAGE COST/
MAILED COST COST RESPONSES RFSPONSE INCOME DONATION BENEFIT 

Formula %xB D/A F-C C/F 
I Solicitation Actisities 
a Mailing 15,360 $1 00 $15,300 455 297 $37,195 $21,895 $48 12 041 
b Speeches/Preserntaions 3000 $050 $1 500 80 2 67 $3 050 $1,550 $1938 049 
c Office Visits 2,500 $0 50 $1 250 15 1 40 $2,075 $825 $23 57 0 60 
d Earth Da) rlyer 40,000 $0 13 $5,200 i0 003 $3,580 ($1 620) $162 1 45 
e Total 60,800 NA $23,250 580 095 $45,900 $22,650 $3905 0 51 

Tmi Ni LRL CO it'',IR%\NC XI-9, 
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why you need the support Potential members will 
want to know why major local or out-of-country fun-
ders, or the government, can't do the job or give you 
the money to do it Explain that major grants are often 
rewarded to organizations that have a broad base of 
local membership support, that you need to develop 
annual support you can depend on from members 
and that major grants are often ephemeral Ask them 
to become members Don't assume that writing a letter 
with information about your organization and an 
explanation of your funding needs will make them 
join Say something like "You can help us accomplish 
these important goals by becoming a member Please 
send your check for $15 today" Tell them what bene
fits they 11get as members quarterly bulletins, field 
tnps, free admission to parks/zoos/museums, mer-
chandise discounts, gifts/premiums, tax deductions 
Tell them how much money to send If possible, vary 
the amount for different groups When you are writ-
ing a peisonal lettet to someone you know can make a 
large gift, don't ask him/her for a minimum member-
ship amount Higher-level giving groups or giving 
clubs are an excellent source for larger gifts Tell them 
who to make the check out to and where to send it 
See the attached letter from the Conservancy to gain 
support for our international efforts 

2 	The reply coupon is the most important piece of writ-
ten material you can provide to a prospective member 
it is the form members complete and send back to 

you with a check Sometimes it will not be possible to 
provide one, but try It will greatly increase the likeli
hood that you'll gct a response 
The reply coupon should stand alone Look at any 
ccupon you're using in youi bulletin, your member
ship brochure oi with solicitation letters Now imag
ine thal vou know nothing about the orgaiazation and 
have found tie coupon without any material Would 
you be ,bl,to identify the organization, understand 
its mission, goals, act "ics and needs, know that the 
organization wants you become a member and 
know how much money to send where, i e the exact 
address of your oiganization? 

3 	A reply envelope should, as often as possible, be 
included In some situations you may aiso want to 
put a stamp on the envelope or suggest that the),tele
phone you to have a messenger pick itup Giving 
prospective members an envelope makes it easy for 
them to reply It eliminates one important hurdle
finding and addre , ing an envelope If you question 
the cost-effectiveness of ptox iding a ,Lply envelope or 
of stamping it, do a test Send half of yoir solicitations 
out with an emelope "rod hall without (or half 
stamped and half without a stamp) K.ep track of the 
costs and responses (as described in "Testing and 
Monitoring Membership De\ elopment Techniques," 
above) and you'll know which voi ks oettei Don't just 
assume it won' work Test it'a 

The HELP TIIE NATURE CONSERVANCY SAVE RAINFORESTS! 
Nat/ eVl Dear Mr. Sawhiil, 

ConlSe rlCy I admire the efforts The Nature Conservancy has made to sustain life-giving rainforests in Hiawaii And Latin America 
181S LynnSume and I understand the urgency of saving stia more rainforests - the richest, oldest, and most complete ecosystems on ourNorth 
AzingLw,Vuuti 22209 planet. yes, I'll help save the threatened rainforests. I have enclosed my membership cGntributiou f.. 

()IOO ()$50 ()$25 ()$20 () $15 ( ) Other $ 

In thanks for your g0l of $15or more, ynu'ii receive 
Nature Coaservancy's 16 month calodar and our 
bi-monthly, full color magazwe, Nature Cotservax. 

Please make your taxdeductible check payable to-
The Nature Conservancy 

TNC occasionally makes its membership lst available to 
reputable organzatiomi wb .e promotions we think you will 

Plse detachad keepthebookmark above as our way of saying thinkyou foryour support. find of nterest. if you prefer that your name not be
included, please check this box. 0 

XI- 10 THE NATURL CONSLRVANCY 
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load the efforts ro train localGuetemalons in pek management techniques 

T s went to prooead Dot high-quality training program take money 
Thaitehero you owe in oun lowedlota floancinl help can mobs thts ei-
tally needed trainingInitiatives si 

Preosina anamaa Prks 

beraa is the S-shapedisthmus connectingCentral and SouthAnerieAnd ehile it may be email (shout the loe of South Carolina) Panm pro-

vides the world a truly astonishing array of life over 12 000 species of 

plants and tesee rnd um l 0 ird species -- mor than are found in the 

O 1 	 eod Canada mobibed 

Nut what nature he generously bestowed upon Penama, e htms are 

.quicklytaking away 

Paoge2birds will no longer survive They 11 no longer grace the Worth AmoLcan
 
forests They'll no longerqre.. your yard
 

And 	 that a still not all 

eMile it Wy be possi.l to reverse the pollution of water or air, 
lees of a plant or aneal elpeies i lrev.esible 

'This is the folly our da.c.ndunt e.. lat likely to forgin. .a a eert.
 
-ted laard biologist Idoard 0 wilso
 

I'm writing to you today because The Nature Coneovancy urgently
 
needs your support to advance our efforts to save 
 the moot Luportnt natu
.Il syst-wl on our planet -- ita life giving onio forest ohinh barber
 
filly n-third of nil spaes
 

And right non today ne have our ban full with ea--al vital rain 
forestprojects In the U S the Pacific so Latin anrine Let m share
 
to details of Just a fee of them ith you coo 

gevna Rain forosts at ne 

lot all wein fo'sots are outside the U S Indeed m of the most
 
beautiful sod biologicallyunique rain foreots 
are in aail They are a
 
natural tra uos
 

Wirds pIants and I ,e annntpenis ct-- be found anywhrse else in 
the norld -- doall n H ei s tom forets 

Ins tlking ahout truln :trsoodinry orsatures like nia kohokoheorcremted honec.re.per tha :lppy fare spider end the nonid a only kion 

carnivorous cterpiller that 'athuhes" insects 

Unfortunately the Hawaiian rin forest is under siege In just 200 
year. -tr ha)f of H.inii rain foreat has been lost 

Neelil rain Zoresto evolved withoutthe presenceof large euoeals 

tu, Its plente do not kve nrny of the defens .. hunles - trns deep 
roots eta- dve nod by plants in other erioron ts They es heiples 
against the nild pige atd other non-natinve epis introduced ny eon Thaee 
alien pasts ere destroying Haw1 a ratting fragile rein forests 

The Neture tunLervancy is rushing to ave eweil' last rain forests
 
As a first atop ron work irnolee byijg Hoeaioan rain foreats and pinning
ti roder prooectioo n the islend of haul os hove prototod mor than 

000 acres of high-elsoation rain forest and alpine hrublend And we have 
just acquiod through a pormanent ronantion ose nt wo taw 1,2n& 

page 4 

Over 0 of aar 'a tropical forest habitat has already been lost
legging, to 

mining, cattle reaching end slash-and-burn agrlculture The na
ton is losing forests at the ehockLng aret of 100,01 ores per year 

nless nurrent trends ere reversed -- and foot -- one will lose 
motof Ito remaiing, unpootected tropicalZurost in the toot 10 year. 

t'sV why the Cooservancy hoe Joiced forces with Pnnma e leading 
, - orgoniation o.rCo to identify, protect and nnge tyetnnrtion 

of resrve that Ia pr es no erplepicea.tiw biological dineosityI 


With a mnberehip contributiono $I, $20 or $50 the Conservancy
eill se to it tha the eaanamnian. have the data and e.pertile required to 
makewie decisionsabout cnunso Ing theircountry'smat rruciel natural 
lands 

The loportence of saving the norld . roaining tropical rain forests 
cannotbe "vetoted 

J lThey ore the richest oldest end mst complea ecOysteme on lerth
 
oyprovide mudicnte and foods Tay help stubilise global coizata And


they presere our planet a biological diveralty
 

The COnserency'e goal is to do whatever it takes to savo all
 
tho rain fIr.et ta be saveda 1-oth aea in the U e end abnoad,he-
Thh' ran 

form it a too Iota to ant
 

m siking you to play this akingI asnoneltiunilne a direct role in vital ission by 
en I- dlote urgently needed contributionto the Consorvncy 

P.lee With mck etau stake rush your contribution -- s generous
aS you nun make i -- kk to us right enay Toden if at all puseible 

Hake no mistake Individuals like you are the Conservancy's life
blond our work cannot go forward without your help
 

slty(N hlnerely, 

/o9	 Joh 
11.sLd.ntend Chief 
I.... lve Offce. 
louienuI a 	With your gift 0of 15 or more, you 11 receiveMatureConservancy our
 

bi-monthly iagaine and wallfor mmher our eeclueive calendar 

Tm NA[Uil CONS[ RVANCY X I-I 
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-ft tali W Oat r.UNriP Znm1 

BUSINESS REPLY MAIL 
FIrCLASS PERMIT NO. 1585 ARIUNGION, VA 

POSrAGE WILL BE PAD BY ADDRESSEE 

The Nature Conservancy _DA 
Memberhip Department 
P.O.Box 17056 
Baltimore, MD 21298-9704 

RtcycledPaper I$$IIIh,.lhhlhl,,hhhhh1llhlh,h 

OF EVALUATIONMEMBERSHIP SOLICITATION THE IMPORTANCE 

EVALUATION REPORT bviously, with membership campaigns in 

I C g Latin America and the Cat ibbean at such an 
early, experimental stage, it is very impoitant 

2 Period of the report 0 to evaluate carefully the results of each type 
3 Total number ofsolcitations of solicitation Good records, and diligent t.acking, will

Tvpt nuecrtatom sotnicMaings Phvn( &,IllConofcts Othta (iptonv)) make it easier to share information with other organizations now and to make more solid decisions in the 
4 Unit Cost of solicitation future A sample form for evaluating the effectiveness 

salanrts,tquipm ni 
ptriig nt slittrtXp ns scpvifgtc) of a given membership solicitation project is included 

below a 

(Taht ino actount i tsorinl , mailing CxptnSCs, 

5 Total Cost of solcitation 
(Total#ol rtqitst \ urit cosi) 

6 Number of responses 

7 Percentage of responses 
of rt ponst w(Numbtc s/Numbt r o Sll iaions) 

8 Total income 

9 Net income 
(Total mnton - ccstTotal of oliciatins) 

10 Average donation 
(Total
intomt/Numbtr of oesponses) 

I1 Average cost per member 
(Total cosiNumbc i t ts)kspont 

12 Cost/Benefit 
(Total
cost/Total incomt) 
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INTRODUCTIONAn organization's ability to manage its Finances 

in an efficient and accountable manner is a 
cnttcal element for long-ter Isuccess Many 
organizations with creative ideas and out-

standing projects fail because oi a lack of financial plan-
ning and sound management 

The Nature Conseivancy offers training and techni-
cal assistance to nongoveinmental organizations in 
financial management through a variety of mechanisms 
These include regional workshops, South/South 
exchanges, on-site visits and a variety of courses offered 
at Conservation Training WVeek 

In this chapter, we are presenting two documents 
that -willprovide guidance in establishing and managing 
a good financial accounting system The filist deals with 
the general prnciples insetting up asystem and the sec- 

ond offers advice on working with U S governient 
funding 

In the first section, we have included the Island 
Resources Foundation's 'Fiscal Managem .ntfor 
Nongovernmental Organizations A Practical,How to 
Manual to Assist Envo onmental NGOs In the Eastern 
Caribbean" With few matenals available for nonprofit 
olganizations in this field, the foundation's manual is a 
great contribution We thank Ms Judith lowle and the 
Foundation for their permission to repnrt the manual 
which coveis planning (budgets), accounting procedures 
and reporting needs, useful for NGOs throughout the 
Canbbean and Latin America 

An additional section presents general guidelines for 
working with U S Government funds It is not an 
exhaustive listing of all U S government regulations 
and/or practices Rather, it is an introduction for those 
organizations curretly using U S funds, or planning to, 
that will highlight some of the key requirements and will 
help provide our partners with an understanding of gov
ernment require'ments and the audit process in general 
It is important to remind all recipients of U S govern
ment funding to read their grant award materials careful
ly and to work with auditors who are familiar with these 
special requirements 0 

FISCAL MANAGEMENT FOR 
NONGOVERNMENTAL ORGANISATIONS 

A PRACTICAL, "How To" MANUAL 

TO ASSIST ENVIRONMENTAL NGOr IN THE 
EASTERN CARIBBEAN 

Prpartdby 

Judith A Towle 
Island Resources Foundation 

NGO Insitutinal Development Programme 

Jun, 19 '2 
This manual ispublished as apublic serviLe by Island Resources 
Foundation [IRFI as apart of its NGO InstituL,-nal De~elopmera 
Progiimme for the Eastern Caribbean The Programme was established 
in1986 with suppo-t from the World Wildlife Fund-U S and the 
Rockefeiler Brother, Fund Since 1989, the programme has b.en sup
ported by ,he U; ig.nLy for Imemational De'elopment through a 
Cooperatie Ageement with Island Rtsources Foundation (No O rR
0158-A-00-9161-00) 

The manual issupplied without charge to nongovernmental orgam
sations participating in IRF sNGO Programme A limited number ol 
additional copiis are available for distribution Send requ .ss to 
Island Risourcts roiiidarr, 

Rtd HoCtntrBo%33 
St rhonas,US Virgin llands 00802 
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SEc" ION I tions What is critical to the NGO is th,,t the organisa-
FISCAL MANAGEMENT FOR tion's "fiscal manager" be a respons.ble person who 
NONGOVERNMENTAL ORGAN IS AT IONS understands that diligent financial oversight and control 

are cntical to making informed ins,,-tutional decisions
 
A PRACTICAL, "How To" MANUAL and to the rational allocation of the "CO resources In
 
TO ASSIST ENVIRONMENTAL NGOs IN other words, you do not have to be a boukkeeper or
 
THE EASTERN CARIBBEAN even an accountant to be a good financial manager
 

Island Resources Foundation welcomes feedback and 
comment on the information and recommendations pre-

FOREWORD sented in this document Our NGO Institutional 
Development Programme is an ongoing one, and a con

n 1986 Island Resources Foundation [IRF] tinuing dialogue with our NGO partners is important to 
launched a programme to provide institutional us Also, there is an updated version of this mnanual that 
development assistance for those nongovernmental has been reviewed and amended by an accountant with 
organisations (NGOs) in the Eastern Caribbean the Caribbean Cinservation Association Cop:es of this 

whose objectives focus zxclusively or in part on the version are available The following persons may be con
environment and resource development Since the estab- tocted as indicated 
lishmcnt of its prograrame, IRE has worked closely with
 
its NGO partners to identify and target piiority :nstitu- For information on For information on IRFs
 
tional development concerns and technical assistance NGO fiscal management NGO Programme

needs within an overali framework of NGO support One or this manual
 
area has consistently stood out as being critical-namely
 
the necessity for smaller nonprofit, nongovernmental Judith A Towle BruceJ Horwith
 
organisations to develop more coherent and understand- Vice President NGO Programme Director
 
able fiscal management policy and procedures Island Resources Island Resources
 

This manual has been prepared as a direct response Foundation Foundation
 
to that articulated need and to the related issues and 
 Red Hook Box 33, Post Office Box 103
 
concerns raised by the NGO leaders in discussio,.- and St Thomas St Johns, Antigua

meeti.igs with the IRF staff In providing this guidebook U S Virgin Islands 00802 
 Tel 809/460-1740 0 
foi NGOs, our aim has been to be wite a dUoument Tel 809/775-6225 
which is practical in approach, easy to understand in Fax 809/779-2022 
format, and specific in addressing the financial manage
ment requirements of our target audience-i e the 
mostly smaller, heavily volunteer-oriented, environrren- PART 1 THE IMPORTANCE 
tal NGOs of the Eastern Caribbean OF FINANCIAL PLANNING 

The manual' author hastens to point out a bias which
 
almost predetermined the direction this manual eventuol- THE BUDGET 
 AS AN NGO PLAN OF ACTION
 
ly took Specifically, she is not a bookkeeper or accoun
tant by training or profession Therefore, the manual is 
 budget is th,' tool used by nongovernmental 
not particularly written for persons with a formal back- organisations (NGOs) to translate their pro
ground in a financial field What the author is and has , gramme objectives and organisational goals
been for two decades is a financial manager c( funds for a -into financial te -ms It is a key management
nonprofit NGO based in the Caribbean As such, her tool and represents the group's blueprint for a given time 
interests, -nd therefore the emphasis of this document, period, expressed in monetary terms 
have no: been on bookkeeping or accounting per se, but To design an effective budget, the NGO must first 
on oversight and monitoring, on fiscal control, on fore- know what its goal and objectives are The budget-the
casting and on the careful stewardship of NGO funds organisatmon's financial plan of action--is merely the 

The person within the NGO staff or leadership struc- logical extension of policy decisions already made, foi 
ture who has financial management icsponsibilties does example, in the NGO's long-term institutioral develop
not necessarily need a formal accounting background or ment plan or its annual programme planning document 
training-required accounting services can periodically 1he process of budgeting forces the NGO to analyse the 
be contracted for by the NGO when necessary, provided cost feasibility of actually doing what it has proposed
that the basic internal system provides for the careful Since most NGOs do not have endowments or sig
and timely recording and reporting of financial transac- nificant accumulated funds, they depend upon the 
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ongoing gcneration of future income to meet financial 
commitments Working within such constraints, the 
institution's budget can be a helpful monitonng tool, for 
it provides benchmarks or companson points that mdi-
cate whether financial goals and requirements are being 
met Furthermore, the proper and timely accounting of 
revenues though the budgeting process is an important 
cntenon by which NGOs will be evaluated by donor 
agencies 

The majority of NGOs are usually very uncertain 
about the amount of revenue they can expect to receive 
dunng the next fiscal year One alternative is to infor-
mally generate four working budgets for use by the 
NGO decision-makers * 

FOUR TYPES OF NGO B UDGETS 

SURVIVAL BUDGET 

GUARANTEED BUDGET 

COMPLEMENTARY BUDGET 

OPTIMAL BUDGET 

The Survival Budget 
The survival budget calls for a calculation of those fixed 
institutional costs which absolutely must be covered if 
the organisation is to keep its doors open for business 
These costs need to be expressed as exact figures and 
placed in the budget in order of importance Income to 
cover these costs needs to be identified and allocated to 
cover each expenditure item Such income will normally 
come from the NGO's own financial resources (e g 
membership fees) rather than from an external donor 

The GuaranteedBudget 
This budget covers the exyenditures for which funding 
is guaranteed, i e for which the NGO ha-i reasonable 
assurance the money will be available, whether from the 
NGO, donoi groups or other sources (see Figure 1) 

This is the budget that should be presented to the 
governing board for formal approval It will also be the 
basic working tool for the financial management of the 
organisation during the fiscal year 

The Complementary Budget 
This budget is larger thin thc guaranteed budget 
because it incorporates a number of expenditures for 
which funding has not yet been guaranteed but which 
have a high probability of being financed during the 
course of the year 

It can be presented to the governing board for 
approval proVIcLd the budget is separated into specific 

P 1989 Tohards GreaterFinancial Autonomy 

IPM ccne% stztlarni 


•Vncent F and Cam,jell 
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activities or sub-budgets, indicating those which arc 
additional to the giaranteed budget The board can then 
give its authorization to proceed with any-or all
activities once ihe funds have been secured 

The OptimalBudget 
This is the largest budget and reflects the broader devel
opment aims of the organisation for the fiscal year It 
may include a number of activities for which funding 
has not yet been identified This budget is pnmarily 
used for fundraising purposes, and it is therefore helpful 
to break it into sub-categorie3 according to programme 
or project categones 

Too often the budget process in NGOs is a routine 
task handled by the organisation's treasurer, primarily to 
satisfy the governing boad that the group has a fiscal 

plan Approval is almost automatic, and the budget may 
not be looked at again-until it's time to prepare a new 
budget for the next fiscal year This type of budgeting 

serves little purpose To be effective the budget 

1 	 must b.ajoint effort of many people, and 

2 	 must be a working document which forms a
 
basisfor action
 

Before we turn to the specifics of budget preparation, we 
will digress a httle to consider another important finan
cial planning issue for NGO's--the funding of the organ
isation' "Lore" budget 

FINANCING THE CORE BUDGET 

One of the most challenging problems facing smaller 
NGOs is how to finance administrative costs-which are 
also callcd operational or management costs, fixed costs, 
or the expenses associated with the operation of the 
organisation's secretanat These are the basic expenses 
which must be financed if the NGO is to continue to 
function For example 

salanes of the headquarters staff, 
rent and related office costs, 

. equipment used for headquarter functions; 
insurance,
 

depreciation, 
. membership services, 

maintenance of library 

These costs are generally not funded by outside donors 
and so it is imperative that the NGO develop effective 
strategies for 
1 controllingcore costs and 
2 	 identifying recurringfundstofinance 

administrativecosts 
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FIGURE 1 

EXAMPLE OF AN EXPENSE BUDGET 

ST. GEORGE'S CONSERVATION SOCIETY 
FISCAL YEAR 1991 

BUDGET ITEMS EXPENDITURES GUARANTEED COMPLEMENTARY OPTIMAL 
FY 1990 (OPERATIONAL) BUDGET BUDGET 
(PRIOR YEAR) BUDGET 

Secretariat 
Salanes 4,000 5,000 10,000 
Benefits 1,000 1,250 2,500 
Rent 3,000 3,000 5,000 
Insurance 1,000 1,250 1,250 
Travel 500 1,000 3,000 
Equipment 1,000 0 2,000 5,000 
Office supplies 300 500 1,000 
Postage ind 750 1,000 2,000 
Telephone 
Pnnting 500 750 1,000 

12,050 13,750 2,000 30750 

Publications 
Quarterly newsletter 1,500 2,000 3,000 
Other publications 0 0 1,000 3,000 

1,500 2,000 1,000 6,000 

Environmental Education 
Workshops 300 500 1,000 
Fieldtnps 300 500 1,000 
Vehicle 0 0 5,000 5,000 

600 1,000 5,000 7,000 

Environmental Monitonng 1,500 6,000 

Agro-Forestry Project 10,000 10,000 15,000 15,000 

Park Planning Project 0 0 10,000 

Museum Operations 
Salanes 6,000 7,000 10,000 
Benefits 1,500 1,750 2,500 
Materials & supplies 1,000 1,000 2,000 
Exhibits 500 750 2,000 5,000 

9,000 10,500 2,000 19,500 

TOTALS 34,650 43,250 25,000 88,250 
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When negotiating grants or contracts with funding
STRATEGIES FOR agencies, NGOs need to make certain that the basic sup-
FINANCING CORE COSTS port costs necessary to the successful execution of a pro

" 	 Curb administrative expenditures granime are funded as direct costs within the project 
administra te
• 	Ruc e tive ge bbudge-including secretaal time, photocopying, com. Reduce the adm stratve budget by financtig munications, etc The recent case of one Eastein 

support services for programme actites Caribbean NGO, asked by a North American donorunder programme budgets 
" Request "indirect cost" rate or "overhead administra- agency to assist with an environmental conference, i', 

tive allowance" from donors on all programme- uot atypical rhe NGO, caught up in the enthusiasm of 
related grants co-sponsoring an imporiant regional meeting, did not 

• 	If the donor will not allow indirect costs or over- request sufficient funding from the donor to cover its 
head, be sure to include all direct sevices proviLled direct support costs and in the end had to subsume 
by the NGO in project budgets these expenses within its own lmi-ed administrative 

" 	 Identify donors who will provide institution- budget 
stre ngthening grants

" Increase income sources and use this money to FinancingIndirect Costs (see also Pait3 of this manual) 
cover administratwe expenses Most donors recognize that there aie indirect or admin

istrative costs associated with the execution of any fund
ed project These are costs over and above the direci 

Fernand Vincent and Piers Campbell in their 1989 project costs which represent that project's proportional 
publication "Towards GreaterFinancialAutonomy" identi- share of the NGO's core or administiative costs In effect, 
fied a sixfold strategy for helping to finance administra- each funded project must share in the NGO's costs for 
uve expenses keeping its doors open If the NGO did not pay its rent 

All of these are di ussed in more detail elsewhere for example, there would be no project' 
in this manual Donors generally will reimburse organisations for the 

administrative expenses incurred in running projects
General Advice Rather than trying to calculate the precise proportional 
The NGO board should penodically analyse the orgamsa- amount which each project should contribute to admin
tions core costs and always be on the alert to reduce istrative expenses, an indirect cost rate is usually negoti
administrative expenses without reducing efficiency ated It is a specific percentage of the direci programme 
Ideally, the core budget should be funded from the NGO's costs over and above the project budget This rate is 
own resources, in order to reduce dependency on external then used to cover all administrative expenses associated 
donors It is also important to remember that a substantial with the project-in effect, to reimburse the NGO for 
increase in an NGO administrative budget may be the managing the project 
first sign that a "bureaucratic mentality" has begun to set 
in, usually with a complementary loss of enthusiasm and Other techniques 
idealism that first motivated the organisation Here are a few additional suggestions for financing the 

costs of the NGO secretariat 
Accounting for and Reducing Administrative Costs 
Many NGOs have higher-than-necessary administrative Persuade local bun,mess groups to cofund activities 
costs simply because they have not initiated basic such as workshops or special publications 
record-keeping practices • Identify donois willing to support institution-

Many so-called core costs-overseas telephone calls building grants 
and fax transmissions photocopying, vehicle use, even Invest reserve income (i e , any liquid funds that will 
personnel time -are not totally administrative expenses not be needed immediately) in interest-bearing 
but should be financed in part by programme-specific accounts 
budgets With the establishment of simple logging sys- • Market NGO services-for example, place a fee on 
tems to account for the use of telephones, fax machines, services available from the secretariat such as photo
photocopying machines and vehicles-to name the most copying, use of the fax machine, etc , ient meeting 
obvious-the NGO will find that many of the costs asso- space to other organisations, offer for sale (at a profit) 
ciated with these expenses are actually programme-relat- publications not produced by the NGO 
ed The use of daily time sheets for paid staff is also 
essential to track personnel time in order to charge 
appropnate accounts 
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STEPS FOR PREPARING AN ANNUAL BUDGET 	 ty associated with this revenue source is one reason for 
the NGO to prepare a second, complementary budget

Forecasting the future requires knowledge of the past to support the operational budget (Figure 1)
and the present NGOs must be iealistic in estimating income, for if 

they are verly optimistic or allow too little room for

The preparation of a budget invulves policy decisions 
 error, the budget will l-ave little meaning and will lose
 
As stated above, an in--:tutional budget is the out- its effectiveness as a management tool 
 The smaller the 
come---expiessed in monetary values-of the periodic amount of cast reserves on hand, the more careful the
 
review of the organisations goals and objectives by the 
 NGO will have to be in building into the budget a
 
NGO board and/or membership Therefore, while the realistic safety margin for the coming year's operations

NGO treasurer may be the best qualified person to deal 4 Compare total projected income to total projected

with basic bookkeeping and required accounting, he or 
 expenses. At tis point in budget preparation, it is to
 
she should not unilaterally make the policy decisions 
 be expected that expenses will exceed revenues-and
 
that lead to finalization of an annual budget If the NGO that policy decisions, based on value judgments, will
 
is large enough, a budget committee should be assem- have to be made by the NGO's governing board For
 
bled for this puipose, otherwise, the budgetary process example What programmes are most important to the
 
should be the responsibility of the board or its executive NGO for the next 12-month period? Where can
 
committee expenditures be reduced with the least amount of neg-


The following are the key steps that should generally ative impact? The time -pent reconciling projected

be observed by the NGO to ensure pleparation of an income and expenditures is critical to the NGO, for
 
effective annual budget 
 the tangible output of this process- -i e the budget 

document-will be the financial bluep-int to guide
I 	Establish a list of the organisation's institutional the organisation through the next year


goals and programmatic objectives for the iext fis- To enhance this process, the NGO needs to be very

cal year. These should be completed as part of a con-
 clear about its mission or goals before budget reconcil
tinuing process which iequires the board to develop iation begins Planning should start with settng arnu
an annual workplan, including review and 
evaluation of ongoing programm.s and pre- Fu,,,RE 2
 

sentation of recommendations and pro- EXAMPLE OF A RECONCILED BUDGET
 
jections for new activities 	 6e Wirc tht lrojltttdrtvtnuetqualsiht priicttdexpnsts)

2 Estimate the costs for each approved ST GEORGL'S CONSERVATION SOCIETY 
programme or activity plus adumnistra- OPLRA-IONAL BUDGET FOR FY 1991 
tive expenses (s,-e Figure 2) For continu
ing programmes ,nd the costs of the secre- (bysorctoREVENUE 

tariat, the prio, fi cal ycar's actual costs will 	 Membership Dues 6,000

Gifts and Donations 7,000
be the starting point The estimation 	 Grants 16,000 

process should be done in detail (in more 	 Publication Sales 1,000

Museum Entrance Fees 8,500
detail than in the sample budget provided Museum Shop 2,000
 

in Figure 2), since a single expenditure cat- Secretanat Services 
 750 
and benefits) may cut EduLatinnal Tours 1,000egory (e g , salaries Investment InLome 1,000across several programme objectives

3 Estimate expected income (Figure 2) 43,250
 
Since, for many groups, the principal source (by broadprogramme category)
EXPENDITURES 

Secretariat 13,750of recurring income will be contnbutions r.jailcations 2,000
 
from members and the general public, the Environmental Education
Monitoumg P~ojeCt 	 1,0006,000
overall economic climate of the country and Agro-Forestry Project 6,000
 
how this will affect expected income from Museum Opeattons 10,500
 
gifts, donations and Irembership fees need
 
to be carefully evaluated
 

For many NGOs, another substantial SURPLUs/DEFICIT 0
 
source of income will be externally funded NB The above budget isan example only An effectie budget would need to be prepared
ingreater detail for the expenditurt categones more along the line. of detail found in the
grants or contracts, with these funds depen- sample expense budget proided inFigure I
 
dent on how successfully the organisation is
 
able to "sell" its programme The uncertain-
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to maintain monthly cash-flow plansFIGURE 3 

QUARTERLY CASH-FLOW PLAN 	 and to keep these up-to-date Figure 
3 provides a simple 3 month cash
flow plan for our hypothetical StIST. GEORGE'S CONSERVATION SOCIETYGeresCnrvtoSoiy 
George's Conservaon Society

While this cash-flow plan shows 
PROJECTED EXPENDITURES JANUARY FEBRUARY MARCH 	 comfortable cash balances at the end 

Secretariat Costs 875 875 1,475 of each month, note that these bal-
Publications 0 500 0 ances are contingent on the timely 
Environmental Education 100 100 lO receipt of a scheduled grant payment 
Monitoring Pioject 625 625 625 i February and the successful com
Agro-Forestry Project 1,000 850 850 
Museum Operations 1,060 1,060 1,060 pletion of a menbership campaign in 

March Furthermore, the Society 
Total Expenditures 3,660 4,O10 4,110 weald be in a more vulnerable cash-
PLOJECTED INCOME 	 flow situation if it had not begun the 

year with a reasonably healthy $5,000 
Cash in Bank 01/0i/91 5,000 	 cash balance Therefore, fiscal plan-
Anticipated Income 2,675 6,200 * 5,200 * 

ners in this NGO need to monitor 
Balance 4,015 6,205 7,295 actual expenditures and income based 

Assumes receipt of a $5 000 grant payment for the Environmental Monitonng Project on this cash-flow plan and be pre-
Assumes projected receipt of $4,000 in membership fees following March fund-raising campaign pared to make adjustments based on 

earlier contingency planning, i e 
before the donor's check is late or the 

al programme objectives ard devising strategies to fundraising campaign has not met expectatiosis-n 
achieve them Available resources need to be allocated other words, the NGO should confront the potential 
in light of desired objectives, but to do this will "what if'cnsis before it happens 
require that objectives are balanced against one anoth- For NGOs dependent on external grants to fund a 
er -and against available resources- until a realistic portion of their programmes, it is important to draw up 
combination is achieved 	 a projected schedule of grant payments (at least quarter

5 The proposed budget should be presented to the ly) and link that schedule to monthly cash-flow plans 
appropnate body for approval In accordance with the Most donors will provide timely grant payments 
organisations by-laws, this might be the governing However, a second payment is usually contingent on 
board or the full membership Approval should only be receipt of a progress report and/or fiscal report on the 
given if the prcjected income and expenditures balance first payment Therefore, it is important for the NGO to 

The budgetary process, if fully implemented more be totally responsive to the donor's reporting require
or less along the lines of the steps outlined above, can ments so as not to jeopardise future grant payments and 
be a rclatively lengthy one-particulaily if the NGO thereby increase the potential for cash-flow crises 
has traditionally left this responsibility in the hands of NGOs are less vulnerable to cash-flow problems if 
staff or the treasurer working alone Therefore, the they have built up sufficient monetary reserves 
process should be started well before the new fiscal However, a balance between the need for reserves to 
year commences maintain cash-flow and the potential foi added income 

from the investment of reserve funds is also necessary In 
CASH-FLOW MANAGEMENT other words, NGOs need to be fiscally prudent, but they 
AND BUDGET CONTROL also need to be fiscally creative1 

Minimising Cash-Flow Crises 	 Budget Control 
The budget process and cash-flow plann'ng are closely The most carefully prepared budget will be of little value 
linked financial management activities Most NGOs are if it is not compared throughout the year with actual 
vulnerable to cash-flow enses that seriously affect the operations This means that interim financial statements 
operation of the organisation Some of these ci ises are must be prepared on a regularly scheduled basis--cer
beyond the control of the NGO (for example, aelay in tainly every three months is appropriate for most NGOs 
the receipt of funds from a donor), but many are due to Financial statements also need to be timely How 
poor fiscal management within the organisation timely largely depends on the organisation and how 

To minimise such problems it is important for NGOs much "slippage" or deviation from the budget the NGO 
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can afford before serious consequences take place If the remaining three quarters of the fiscal yeai, the Society

cash-flow balance is relatively low, then the organisation will have to make an internal budget adjustment to
 
cannot afford the luxury of not knowing whcre itstands account for this increase The higher-than-anticipated
 
oii a timely basis Agood rule of thumb is to have this costs for the new museum exhibit should presumably

information in the hands of decision-makers not more 
 provide the board with a few "lessons learned" for bud
than three weeks follo ing the end of the report penod geting these costs in the future 
(the reporting penod to be defined by the NGO as either Most importantly, this NGO's board should be trou
quarterly, bimonthly, or monthly, but certainly no less bled by the lower-than-,iticipated revenues for the first 
than quarterly) If financial statements are not available quarter In the first place, tde fundraising campaign fell 
within three weeks after the end of the reporting period, short of its target by $1,000, whict means that even 
then it is very likely the information will be "stale" and of more effort will be required later in the year if the group
minimal value as a management and budget control tool is to reach its budgeted revenue goal of $6,000 for mem-
Fiscal status reports need to be prepared and available for bership dues (see revenue side of the FY 1991 budget in 
every regularly scheduled board meeting Figure 2,) Additionally, the board will have to follow up

Financial statements should compare budget figures on the failure of the corporate sponsor to meet its 
with actual expenditures Since interim figures for a pledged quarterly payment, for this setback has generat
three-month period, for example, cannot easily be com- ed a significant $1,000 shortfall in the budgeted "gifts
pared to budget figures for a twelve month period, the and donations" revenue line Interest rates are also drop
annual budget should be displayed in quarterly incre- ping, and the Society may want to adjust income projec
ments for comparison purposes Last year's actual figures tions in its cash-flow plan for the next quarter if this 
for the same period may also be useful appears to be a continuing tiend
 

For externally funded grants or contracts, it is The good news is that tourism is up in the country

important that the NGO monitor these activities with of St George's, and this has brought more visitors to the
 
separate financial statements for each funded activity Society's museum, increasing tevenues generated from
 
This information is also important for the periodtc finan- both entrance fees and the museum shop As for the
 
cial reports usually required by donors 
 falloff in income from fees charged for educational tours, 

Figure 4 provides an txample of a budget-control presumably the Society can make this up by promoting 
statement for the St George's Conservation Society more tours in the months ahead 
Figure 5 is a sample fiscal status report for the Society's Figure 5 provides a slightly different financial state
donor-supported environm,'ntal monitoring project ment-a quarterly status report for the environmental 
The quarterly financial statements in Figures 4 and 5 monitoring project supported by the World Wildlife 
provide the governing board of the St George's Fund (WWF) This is a 12-month project which began
Conservation Society with a great deal of information during the last quarter of the prior fiscal year At the end 
about its operations dunng the quarter of the fiscal yeai of March 1991, with the project at its midpoint, a little 

Figure 4 summarises fiscal activity for the Society's less than one-half of the approved funds had been 
own funds, that is for that portion of total r venues gen- expended (i e $3,375 had been spent out of a total 
crated and controlled by the organisation as opposed to grant of $7,500) The project is, theiefore, in sound fis
project-specific funds provided by an external donor (in cal condition, and the board should be pleased The 
the Expense Budget provided in Figuie 1, two donor $5,000 payment from WWF received during the current 
supported projects are shown for the Society for FY quarter is the second of two payments, and the Society

1991-the enviionmental monitonng project and the now has in its bank account all funds to bo paid by

agro-forestry project) WWF under this grant With a cash balance of $4,125 at 

The financial report provided in Figure 4 shows a the end of the quarter, this NGO may want to consider 
small over-expenditure (i e $480) in the total amount of placing a portion of that total in a short-term (probably
internally budgeted funds Secretariat costs are only no longer than three months) interest-beanng account, 
slightly over budget, but the group may want to monitor keeping on hand in its checking account only those 
overseas calls alurnng the next quarter to see if the cur- funds it will require to meet pioject expenses during the 
rent upward trend continues The cancelled OAS work- next quarter Before taking this action, however, the 
shop saved the organisation the amount budgeted for Society will want to carefully review its cash-flow projec
that activity ($250), but this was partially displaced by tions for the next three months 
the increased insurance premium Of more concern is One other word of caution-NGO boards should not 
the fact that postage costs for mailing the quarterly necessarily be pleased by a significant under-expenditure
newsletter have increased substantially over the amount of project funds Substantial under-spending may point 
budgeted, and since this increase will be reflected in the to project planning errors, poor budget forecasting, or 

TiJ NATURI CONSFRVANCY XI1-9/I 



RESOURCES FOR SUCCESS 1993 

FIGURE 4 

SAMPLE BUDGET CONTROL STATEMENT 

ST. GEORGE'S CONSERVATION SOCIETY 

FINANCIAL REPORT (EXCLUSIVE OF EXTERNALLY-FUNDED PROJECTS) 

REPORT PERIOD 1 JANUARY - 31 MARCH, 1991 

ITEM 	 ESTIMATED EXPENSES/RECFIPTS DIFFERENCE 
QUARTERLY BUDGET AT 31 MARCH 

Expenditures
 
Secretanat
 
Salanes 1,250 1,250
 
Benefits 	 312 312
 
Rent 250 250 
Insurance 600 750 -150 
Travel 250 0 +250 
Office Supplies 125 120 +5 
Postage and Telephone 250 400 -150 
Printing 	 188 188 

Sub-Totals 3,225 3,270 

Publications 500 650 -150 

Enwronmcztal 300 150 +150 

Museums Operations 

Salanes 1,750 1,750 
Benefits 438 438 
Matenais and supplies 250 185 +65 
Exhibits 750 1,250 -500 

Sub-Totals 3,188 3,623 

Totals 	 7,213 7,693 -480 

RECEIPTS 

Membership dues 4,000 3,000 -1,000 
Gifts and donations 1,500 500 -1,000 
Publication sales 250 235 -15 
Museum entrance fees 2,150 2,750 +600 
Museum shop 500 650 +150 
Secretanal services 175 170 -5 
Educational tours 250 0 -250 
Investment income 250 125 -125 
Indirect cost transfers 875 875 

Totals 	 9,950 8,305 -1,645 
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EXPLANATION 

Unexpected increasein premium 
Anticipated OAS Workshop cancelled 

Unusually heavy volume of overseas calls 

Increasedpostage rates for newsletter 

Fewerfieldtnps than planned 

New exhibit costs senously under-budgeted 

Fund-raising campaign did not meet target 
Corporate sponsor only partially met quarterly paym.nt 

Tourism up, more off-island visitors 
Greater volume of off-island visitors 

No tours completed this quarter 
Drop in interest rates 



SAMPLE FISCAL STATUS REPORT 
FOR EXTERNA LLY- FUNDED PROJECT 

ST. GEORGE'S CONSERVATION SOCIElY
Fiscal Status Report, 1 Jan - 31 MaTch, 9 

ENVIRONMENTAL MONITORING PROIECT 

(WORLD WILDLIFF FUND) 


EXPLNSE ItEM BUDGET 	 TOTAL EXPENSES 
EXPENSES TillS 
PRIOR RFPORT 
REPORT PERIOD
PEQIOD 

SalaIs 2,000 500 500 
Benefits 500 125 125 
Interns 1,500 0 500 
Field Eq and Supplies 1.000 300 150 
Office Expenses 500 150 100 
Veclie Rental 500 125 125 

Indirect Costs (25% of Direct Costs) 1.500 300 375 


TOTALS 	 7,500 1,500 1,875 

CAsn STATUS-ENVRONMENTAL 	 MONITORING PROJECT 

Grant payment ieceived prior quarter 
Expenditures prior quarter 
Cash balance formard beginning o[ current quarter (01/01/91) 
Grant pa) ments reteived this quarter 

Expenditures this quarter 


Cash Balance Formard 3i March, 1991 

problems with project management All of these can 
have an advc-se effect on the NGOS relationship with 
the external donor--particularly if the organisation 
plans to return to the same funder for support in the 
future 

Remember. .The most carefully prepared budget will 
be of little value if it is not compared throughout the 
year with actual operations Frequent and timely budget 
control statements and periodic cash-flow plans are 
valuable tools for keeping the NGO on track 

THE PROJECT BUDGET 

Before Part 1 on financial planning, the budget process 
and fiscal control is brought to an end, a few words need 
to be added on preparing project budgets for external 
funding sources 

Donors will require varying degrees of detail in the 
budget portion of proposal applications, and it is impor-
tant that the NGO check with a prospective donor prior 
to submission to determine Ifthere is a required budget 
format Most governmental funding sources require 
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more detail Foundations and otherprivate-sector donors may be less 
structured in their requirements but 
certainly will be favorably impressed 

with a budget that is well thought-out 
and completeHowever, whatever the source, 
it is important to remember that if the 
potential funder requires a particular 

format, 	that is what the NGO must 
TOTAL BALANCE 
EXPENSES (inexpendtd provide Also, some costs may be dis-
TO DATE Funds) allowed by a particular funding 

source (for example, most doncrs will 
not fund construction costs, and 

1,000 1,000 many will not allow the applicant to 
250 250 have a contingency line item), the 
500 1,000 NGO needso know this pnor to 
450 550
 
250 250 planning a project and writing the
 
250 250 budget
 
675 	 825 

3,375 4,125 	 The Budget as an Estimate 
The budget that the NGO prepares to 
accompany its project proposal is an 
estimate of what the actual costs will 

+2,500 be Almost all funding sources will 
-1,500 

1,000 provide a degree of latitude spend
+5,000 Ing grant or contract funds, as long as 
-1,875 the total amount of the budget is not 
4.125 exceeded 

A donor may also ask the NGO 
to maintain expenditures within a 
certain percentage (usually 5% to 

15%) for major budget categories, but will then allow 
flexibility within each major category For example, if all 
personnel costs are budgeted at $25,000, the donor may 
ask that the NGO not underspend or overspend the total 
personnel line item by more than 15% (i e , actual 
expenditures should fall in the range of $21,250 to 
$28,750) However, within the personnel budget catego
ry, the NGO may make changes in the amounts budget
ed for the various personnel lines that make up the total 
personnel costs 

The donor may also have requirements which must 
be followed in making major changes after the project 
budget has been approved The NGO must be aware of 
what these budget-modification procedures are and 
should keep them in mind as it prepares the budget For 
example, if the budget modification-procedures are par
ticularly lengthy or complex, the NGO needs to take 
special care in budgeting for project expenditures so as 
to avoid future requests for changes Also, project 
administrators at donor agencies are not eager to add to 
their workload by having to process budget changes 
The paperwork involved for the donor is usually more 

TIIL NATURE CONSi RVANCY Xl1- II 



RESOURCES FOR SUCCESS 1993 

than that required of the NGO, and therefore the enthu-
siasm of a project office for the NGO's project will cer
tainly be diminished proportional to thc amount of extra 
paper work he or she has to handle because of requests 
for changes 

Be Specific 
As with the words in a proposal, the numbers in the pro-
posa! budget should be as specific as possible Rounding 
out a budget line item to the neare:t thousand dollars 
does not inspire confidence, nor does it suggest that the 
NGO has done as much work in budget preparation as 
the reviewer is expected to do in budget analysis 

In a similar vein, the NGO should try to avoid ron-
specific budget categones such as "miscellaneous" or 
"contingency" 

What to Include in the ProjectBudget 
Aproject budget should include only those projected 
costs related specifically to the implementation of the pro
ject Aproject budget must not be designed to provide 
funds for general organisational expenses For example, 
the monthly charge to maintain a tele, hone in the NGOs 
office is generally considered a management expense and 
would not be billed against a f_-cject budget However, 
overseas telephone calls specifically related to the project 
are legitimate project expenses and should be estimated 
and budgeted in the NGO's proposal 

Generally, fundeis prefer a budget that classifies a 
senes nf related costs under a single major category, with 
about four to six such major categones per proposal 
Sub-costs or sub-Lnes within each major category are 
then itemlsed in more detail For larger projects with 
more detailed budgets, a summary page should be pro-
vided at the end of the budget which presents a one-
page review of all major expenditure categories and the 
amount budgeted in each 

It is often a good idea to provide "budget notes" 
which clanfy information found in line items For exam-
ple, when using a fringe benefit line item, a budget note 
could be included to descnbe the specific fnnge benefits 
paid by the orgnisation 

Figure 6 displays the project budget prepared by the 
St George's Conservation Society for its agro-forestry 
project 

KEEP IN MIND THAT. 

It is important to provide sufficient detail so that the 
funding source will feel the organisation has planned its 
costs carefully and has allowed for unexpected contin-
gencies The donor will be asking whether the budget 
gives evidence that it isadequate for the tasks to be 
accomplished but is not so generous as to be wasteful 

XII- 12 THit NATURI CONSI R'.ANC' 

PART 2 FUND ACCOUNTING 

ACCOUNTING FOR NONPROFIT ORGANISATIONS 

The concept of fund accounting is one way to differenti
ate between a for-profit and a noz-for-profit institution 
Simply stated, fund accounting is a system of fiscal man
agement that requires separation and maintenance of 
records for those assets donated or granted to or other
wise used by the organisation for testncted-i e specif
ic-parposes or functions Since the NGO has a stew
ardship responsibility for the way in which these funds 
are administered, the need fcr fund accountability will 
anse whenever a nonprofit receives or utilises any kind 
of restncted contribution 

In prepanng its financial records, statements and 
accounting system, the NGO should always separate 
funds which are testncted from those which are unre
stncted 

The Unrestrictedor GeneralFund 
All unrestricted contributions, gifts and income should 
be recorded in an Unrestricted Fund (or Geneial Fund) 
If the NGO never receives restricted gifts or contribu
tions, then this fund could show all fiscal activity, and 
the organisation would not use fund accounting 

Membership fees are usually recorded as unrestncted 
income as these monies are given for the general support 
of the organisation Special fundraising events, on the 
other hand, may be designed to raise funds for a particular 
programme and would be recorded as restncted income 

The NGO'S "in house" or core expenses are incurred 
in the unrestncted fund I hese costs are often referred to 
as administrative, management, overhead or secretariat 
expenses, and since they tend to remain relatively 
unchanged from year to year, they are sometimes called 
fixed expenses 

Such expenses include rent and general office costs 
(telephone, postage, etc ) salaries and benefits for admin
istrative staff, insurance, depreciation, maintenance of 
library and so forth In the documents presented thus far 
for the St George's Conservation Society, these expenses 
have been grouped and displayed as "secretariat costs" 

The Restricted or ProgrammeFund 

The Restncted Fund (or Programme Fund) should 
include all monies given to the organisation for specified 
purposes, as such, the NGO is restncted in how it 
expends these monies The Restricted Fund should also 
include the NGO's own funds that have been designated 
for discrete programme activities In the aggregate, the 
restricted fund represents the monetary support the 

organsation has provided to implement it programmatic 
objectives 
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FIGhuR 6 

SAMPLE PROJECT BUDGET
 
(N B The calculationof the indirect Cost line item includedin the budget below will be discussedin Part3 of this manual)
 

ST. GEOPCIE'S CONSERVATION SOCIETY 
BUDGET FGR AGRO-FORESTRY PROJECT 

FISCAL YEAR 1991 

Personnel Costs 
Project Director (1/6 time @ $18,000/annum) 
Field Assistant (1/2 time @ $6,000/annum) 
Secretarial Support (10 days @ $30/day) 
Benefits (at 10% of salary costs) 

3,000 
3,000 

300 
630 (1) 

Total PersonnelCosts 6,930. 

Field Costs 
Supplies 
Vehicle Rental (15 days @ $25) 

345 
375 

Total Field Costs 720. 

Office Support Costs 
Postage, Overseas Telephone and Fax 
Report Production 

Photocopying 150 
200. (2) 

Total Office Support Costs 350. 

Total DirectCosts 8,000. 

Indirect Costs 
25% of Total Direct Costs 2,000 

Total ProjectCosts $10,000. 

Budget Notes 
1 National social security 
2 Printing and dissemination of 25 copies of the final project report 
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Expenses related to restncted or programmatic funds 
are referred to as direct costs (as opposed to the indirect 
costs associated with management funds ) They normal-
ly vary with the leveI of programme activity and are 
therefore often called vanable expenses 

If the NGO is small or has a single, well-defined 
purpose, it may be able to include all of its programmes 
or activities under one collective "restricted" head, in 
which case the Restncted Fund would not carry any 
subcategories 

However, if the NGO supports a variety of pro- 
grammes, it will want to establish separate account cate-
gones (within the restricted fund) to identify discrete 
activities or projects carried out by the organisation 
For example, at present, the St George's Conservation 
Society has five subcategories within its Restricted Fund 

i Publications 
2 Environmental Education 
3 Environmental Monitoring 
4 Agro-Forestry 
5 Museum 

All of the Society's restricted fiscal activity is currently 
recorded within one of these five accounts, each of 
which, in turn, reflects a primary programmatic purpose 
or objective of the organisation 

As an NGO grows and expands its activities, the list 
of programme accounts within the restricted fund may 
become so long as to be cumbercome for reporting pur-
poses-particularly in the organisation's annual financial 
statement To report on each separately identified or sep-
arately funded project would make the annual report 
lengthy and unwieldy, moreover, the reader would find 
it difficult to extract the kind of information useful in 
understanding the NGO's programme priorities-there 
would -,mplybe too much data to absorb 

At this point, the organisation should begin to group 
like or similar projects and activities under a few major 
programme categories-no more than perhaps half a 
dozen These broad programme categories should relate 
to the overall objectives or purposes of the NGO, and 
the annual financial statement should provide aggregate 
information within the selected priority areas 

If the NGO so chooses, a separate schedule can be 
prepared and attached to the annual financial statement 
showing the details of separately identified or separately 
funded project This information should also be avail-
able to the governing board if members wish more 
detailed financial data 

To make this clearer, let us look at the specifics of the 
Island Resources Foundation (IRF), a real-life NGO 
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During fiscal year 1991, the foundation supported 15 
separately funded projects These projects were, foi fis 
cal accounting purposes, classified within one of foui 
primary programme accounts or categories which reflect 
the foundation's major areas of interest (1) Resource 
Management, (2) Research, (3) Publications and 
Technical Assistance, and (4) Land Stewardship 
Throughout the fiscal year, IRF maintained separate 
financial accounts on each of the 15 funded projects 
(similai to the Fiscal Status Report provided in Figure 5 
for the hypothetical St George's Conservation Society) 
However, in IRF's Annual Financial Statement, this infor
mation was consolidated within the Restricted Fund and 
reported only as part of one of the four primary pro
gramme accounts This made the annual report easier to 
read and understand At the same tine, IRF's in-house 
fiscal records could track any one of the 15 funded pro
jects, and the information was also readily available to 
board members, to staff, or to donor agencies that might 
require more detail 

The Importancc of FundAccounting 
By separating its fiscal records into an unrestricted/man
agement fund and a restricted/programme fund, an 
NGO is able to present a more accurate and informative 
picture of how it allocates it funds-i e between the 
operation of its programmes (its "good works") and the 
core costs associated with keeping its doors open for 
business This is the kind of information which is useful 
(and in many cases required) by ext.'rnal funding 
sources An example of an annual Statement of Income 
and Expenditures foi the St George's Conservation 
Society, using fund accounting principles, is provided in 
Figure 7 

By allocatung all income and expenses either to the 
Unrestricted Fund or to one of the five Restricted Funds, 
the Society has presented its board, membership and 
donors with a clear, easy-to-understand financial state
ment Too often, in the nonprofit world, annual financial 
statements are prepared by outside auditors who have 
little understanding of the principles of fund accounting, 
iesulting financial reports usually follow formats used 
for profit-making organisations, with some slight modifi
cations However, the end-product is not nearly as useful 
and easy to interpret as a statement piepared along the 
lines of fund accounting 

The statement displayed in Figure 7 gives the reader 
immediate access to the following kinds of information 

1 the allocation of revenue and expenditures not only 
by line item category but also by programme area, 

2 	 an overview of the priority interests and concerns of 
the NGO based on revenues earned and funds allocat
ed within given primary programme areas, 
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SAMPLE INCOME AND EXPENDITURE STATEMENT, 
USING FUND ACCOUNTING PRINCIPL'-ES 

ST. GEORGE'S CONSERVATION SOCIETY 

STATEMENT OF INCOME AND EXPENSC-S 

FOR TIlE FISCAL YEAR ENDED 31 DECEMBER, 1991 

UNRESTRICTED RESTRICTED FUNDS ALL FUNDS 

2W0 z W zZ 

0-
zi 

0.. 

Income and Support 
Membership Dues 

Gifts and Donations 

Grants 

Publication Sales 

Museum Entrance fees 

Museum Shop 

Secretariat services 

Educational Tours 

Investment inLome 

5,000 

5,000 

500 

700 

500 

500 

800 

1,000 

1,000 

6,000 10,000 

10,000 

2,500 

5,500 

6,500 

16,000 

800 

10,000 

2,500 

500 

1,000 

700 

Total Income 
and Support 11,200 1,800 2,000 6,000 10,000 12,500 43,500 

Expenses 
Salaries 

Benefits 

Professional fees 

Travel 

Materialsupplies 

Rent 

Insurance 

Vehicle Costs 

Tel/fax/postage 

Printing 

4,500 

500 

1,000 

1,200 

450 

3,000 

750 

1,000 

700 

500 

100 

100 

700 

700 

500 

100 

200 

200 

550 

100 

200 

1,500 

375 

850 

375 

100 

100 

6,000 

600 

500 

400 

150 

200 

7,000 

700 

1,000 

2,000 

500 

300 

20,000 

2,375 

1,000 

2,200 

4,100 

3,000 

950 

1,325 

2,550 

2,200 

Total Expenses 
Before Depreciation 13,100 2,100 1,850 3,300 7,850 11,500 39,700 
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3 	an ndication of what it cost this NGO dunng fiscal 
year 1991 to "stay in business," that is, to keep a man-
agement structure ;n place to sunport its five primary 
programme areas 

Tw'o items do Pot appear in the financial statement pre-
sented in Figure 7 which are unique to nonprofit orgam-
sations and which should be included for a complete 
picture of nik NGOs income and expenses These are (1) 
contributed or in-kind services and (2) indirect costs 
Poth of these will be discussed in Part 3 of this manual 

The Fixed Asset or Plant Fund 
An NGO might consider adding another fund account to 
its financial statement if it has acquired fixed assets 
(land, buildings, furniture and fixtures, equipment, etc) 
The Fixed Asset Fund (or Plant Fund) is used to remove 
these assets from the general fund In this way, the gen- 
eral fund rpresents principally the current activity of 
the NGO, while the Fixed Assets Find represents those 
assets not readily available in the sense that they cannot 
be conveited easily to cash and expended 

INTERFUND TRANSFERS 

There are times wh- it will be necessary for the unre-
stncted fund to transfer monies to the restricted fund, or 
vice versa Two examples are typical of such transactions 
in nonprofit organisations 

The first occurs when an indirect cost fee is levied 
against an externally funded programme (see also Part 3 
of this manual) The monies represented by the indirect 
cost fee are then transferred from the Restricted 
Programme Fund to the Unrestricted General Fund 
where they are available for expenditure as core or man-
agement costs 

Secondly, there may be times when the organisation's 
governing board elects to transfer unrestricted funds, not 
needed 'or general core operations, to a specific restncted 
account in support of a programme activity a 
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PART 3. UNIQUE FEATURES 
OF NONPROFIT ACCOUNTING 

n designing its financial management system, the
 

NGO should not ovet look two areas which are
 
unique to not-for-profit organlsations (1)
 
Placement of a value on contributed or in-kind
 

services, and (2) Calculation of an indirect cost rate
 

CONTRIBUTED SERVICES 

Many NGOs depend heavily or almost entirely on vol
unteers to carry out tneir programme functions Yet non
governmental organisations often forget to cost the real 
value of such "in-kind" contributions as labour or to 
include these contributions in financial statements 
From a management perspective, it is important to cal
culate the value of all contnbutions, including the con
tnbuted services of volunteers Otherwise, it is difficult 
to determine the real costs of a given activity or to evalu
ate cost-effectiveness 

It is also important to demonstrate to potential 
donors the precise value of local contributions to a pro
posed project In fact, many donors will require a 
"matching contribution" from the NGO When this is a 
requirement, the donor will often accept an "in-kind" 
rather than a cash contribulon 

The queston often asked by NGOs is whether they 
should place a value on contributed services and record 
them as "contributions" in their financial statements 
The answer is "yes" if the following conditions exist 

1 There is reasonably good control over the employ
ment of such services 

2 There is an objective basis on which to value 
such services 

3 The services are an essential part of the NGO's 
normal activities 

There are two categornes of contributed service generally 
not recorded as revenue First, volunteer fundraising 
efforts are usually not recorded because fundraising as 
such is not directly fulfilling the objectives of the NGO 
Second, supplementary services that would not normally 
have been provided by the organisation are not recoid
ed These would be services the NGO would not nor
mally have paid someone to perform 

If the NGO is using contributed services as a match 
for secunng grant funds or is recording these services on 
its financial statements, the organisation must maintain 
good backup records to document both the extent and 
value of the services Time sheets, therefore, are just a
important for volunteer labour as for paid staff 

0 
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In placing a value on contnbuted labour, the NGO project basis--it was recognised that it would be more 
must provide a rational explanation for how the value convenient to allow a specific percentage over and above 
was calculated For example the project's direct costs budget to cover administrative 

costs 
While most donors accept the concept of indirect 

CON TRIB UTED SERVICES-MusEUM costs, many NGOs have not established accounting 
practices which permit the organisation to recover these 

Total Number of volunteers* 17 costs This is a mistake, for NGOs which do use an mdi-
Total number of volunteer days* 100 rect cost rate are often able to cover a substantial portion 
Value of Labor =100 days x $20/day= $2,000 of their administrative budget from these funds 

Most donors will generally accept an "administrative 
*Documented with time sheets fee" of 10% without expecting backup documentationon how the rate was calculated If the organisation asks 

for a more -ubstantial indirect cost rate, it probably will 
be asked to provide a solid justification Since misunder-

Figure 8 is a revision of the Income and Expenditure standings can occur about indirect cost policies, it is 
Statement first presented as Figure 7 In the revised important for the NGO to establish early on in its devel
statement, provision has been made to include "con- opment a policy for defining, distnbuting and displaying
tnbuted services" as a reveaue category, with the value indirect costs ir proposals so that this information can 
of the volunteer labour allocated to three programme be conveyed in a logical and understandable manner to 
categories i. the Restricted Fund Note that this income potential funders 
entry must be offset by a corresponding expenditure The cntical thing for NGOs to remember is 
entry, thus, both the revenue side and the expenditure Don'tforget to add on an administrativefee or indirect 
side of the statement have been increased by $5,000 cost line to all budgets submitted to donorsforproject 

funding! 
ESTABLISHING AN INDIRECT COST RATE To determine its indirect cost rate, the NGO niust 

first take steps to allocate all of its expenses as either
 
Many NGOs are unable to cover all core or administra- direct or indrect "osts Such steps may result in the
 
tive expenses from unrestncted donations, membership establishment oi .ccounting procedures which initially
dues, sale of publications, entrance fees or from other seem so detailed and time-consuming that the NGO 
sources of unrestricted income It therefore becomes grows discouraged Remembe, howev,, that the objec
important for the NGO to know how to establish an tive is to find a rational w.1)y for each project and funding
indirect cost rate (also known as "overhead" or an source to pay its fair share of administrative costs, and
"administrative fee") This is a charge which is made on the NGO's efforts will be rewarded in due time 
all externally funded p:ojects and is a cost over and 
above the project's direct costs In effect, each separately Step One 
funded project or programme has an add-on expense or Defining the NGO'S Direct and Indirect Costs 
cost repiesenting that project's proportional share of the 
NGO'S core costs Remember that the core expenses are The most convenient way to def'ne the indirect costs is 
those costs the NGO incurs simply by "staying in busi- to distinguish them from direct costs-that is, from 
ness," so that it car, operate and manage programmes those expenses related to the expenditure of restncted or 

Indirect costs are for activit es that benefit more than programme funds Direct costs aie for activities or ser
one project (like rent for the office from which the NGO vices which benefit a particular project, because these 
manages its programmes) It is di!ficult to determine activities or ser,,"ces are easily traced to projects, their 
exactly how much each project should pay, and there- costs are charged directly to specific projects on an item
fore all indirect costs are usually pooled and then repre- by-item basis 
sented as a fixed percentage of the direct programme Indirect costs are those expenses for activities or ser
costs This percentage is called an indirect cost rate vices that benefit more than one project Their benefits 

The concept of indirect costs or overhead was essen- to a specific project are difficult to trace For example, it 
tially conceived by donors looking for a simplified way may be difficult to determine how the executive director 
to reimburse organisations for administrative expenses of an NGO benefits a specific project, although everyone
incurred in running projects Rather than attempting to would agiee that a benefit does accrue Table 1 illus
calculate the precise value of, for example, the time of trates some examples of direct versus indirect costs 
the executive director or office spice--c , oject-by-
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FIGURE 8 

SAMPLE INCOME AND EXPENDITURES STATEMENT 
INCLUDING "CONTRIBUTED SERVICES" LINE ITEM AND INDIRECT COST TRANSFER 

ST. GEORGE'S CONSERVATION SOCIETY 

STATEMENT OF INCOME AND EXPENSES 
FOR THE FISCAL YEAR ENDED 31 DECEMBER, 1991 

UNRESTRIC i ED RESTRICTED FUNDS ALL FUNDS 

Z 
w 0 

z 
0 

LU 

zO 
0~ 

z0 

0 

LU 

Income and Support 
Membership Dues 5,000 
Gift.; and Donations 5,000 

o Contnbuted services 
Grants 
Publication Sales 
Museum Entrance fees 
Museum Shop 
Secretanat services 500 
Educational Tnurs 
Investment income 700 

500 
500 

800 

1,000 

1,000 

1,000 
6,000 

2,000 
10,000 

2,000 

10,000 
2,500 

5,500 
6,500 
5,000 

16,000 
800 

10,000 
2,500 

500 
1,000 

700 

Total Income 
and Support 11,200 1,800 2,000 7,000 12,000 14,500 48,500 

Expenses 
Salanes 
Benefits 

• Other services 
Professional fees 
Travel 
Matenals/supplies 
Rent 
Insurance 
Vehicle Costs 
Tel/fax/postage 

Printing 

4,500 
500 

1,000 
1,200 

450 
3,000 

750 

1,000 

700 

500 
100 

100 

700 

700 

500 
100 

200 

200 
550 
100 

200 

1,500 
375 

1,000 

850 

375 
100 

100 

6,000 
600 

2,000 

500 

400 
150 

200 

7,000 
700 

2,000 

1,000 
2,000 

500 

300 

20,000 
2,375 
5,000 
1,000 
2,200 
4,100 
3,000 

950 
1,325 
2,550 

2,200 

Total Expenses
Before Depreciation 13,100 2,100 1,850 4,300 9,850 13,500 44,700 

1 Inter-fund Transfers 
Indirect costs 2,788 325) (1,963) 
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Step Three
 
EXAMPLES OF DIRECT Calculating the Indirect Cost Rate
 
AND INDIRECT COSTS An indirect cost rate is-a ratio of indirect costs to direct 
INDIRECT CoSTs DIRECT CosTs costs That is, at the end of a fiscal year, the NGO adds 

up all its ndirect costs and all its direct costs and then 
Rent - administrative Rent - facility leased calculates its indirect cost rate by dividing its total annu
headquarters of the NGO specifically for a project al indirect costs by its total annual direct costs The 

resulting percentage is the NGO' new indiiect cost rate 
Salaries - administrative Salaries - project staff For example, if the NGO's total indirect costs are
staff or consultants $25,000 and its total direct costs are $75 000, its indi

rect cost rate would be 33%
Travel - not usually an Travel - related to project
 
indirect cost unless travel implementation Total indirect costs $25,000

will benefit the institution 
 33% 
rather than a specific Total direct costs $75,000
 
programme
 

Supplies - general office Supplies - specialised
 
supplies, library materials, matenals purchased for Step Four
 
stationery the benefit of one 
 Applying Indirect Cost Rates in Proposal Budgets 

programme In prepanng a proposal budget to request funding for a
Equipment - office Equipment - used for specific project, the NGO may-after calculating its
machines such as implementation of indirect cost rate-use that rate as a line item in its pro
typewnters and computers specific projects 	 posal budget The percentage rate is applied as a charge 

against all direct costs For example, in Figure 6, the StTelephone - basic Telephone - overseas George's Conservation Society has used its computeduse charge 	 calls related to projects indirect cost rate of 25% in the proposal budget it sub-

Photocopying - basic use Photocopying - copies mitted to the World Wildlife Fund The $2,000 indirect 
charge for equipment made for a project report cost figure in this budget is available at the end of theproject for expenditure by the Society in meeting its sec

retanat or management costs
Step Two The monies represented by the indirect cost chaige

Accounting for the NGO's Direct and Indirect Costs 
 should be transferred by the NGO from the restncted 

programme fund to the Unrestricted General Fund at

The NGO must find ways to account for direct versus 
 the end of a funded project (see also "Inter-Fund
indirect costs on a daily basis, i e as the cost is being Transfers") The revised financial statement provided in 
incurred Figure 8 includes an interfund transfer line In this case,

For example, since the staff of most small NGOs will an indirect cost transfer of $2,788 has been made from 
often spend part of their time on administrative activities the Restmcted Fund to the Unrestricted Fund The 
and part on programme activities, the use of time sheets amount transferred is now available to meet expenses
(which require staff to record their time according to incurred by the management and general account 
activity) will help the NGO allocate salary (and benefit) The steps outlined in this section, represent one 
costs appropriately commonly used method for calculating and applying an 

The use of a telephone log or a photocopying indirect cost rate However, some funding sources may
machine log, in which staff record overseas calls or the have specific requirements regarding indirect cost rates
number of copies made for specific projects, will permit which the NGO will have to consider in applying to that 
the NGO to allocate costs between direct and indirect source for programme funds 
expenses when the telephone bill or copying machine 
lease payment is due 

Furthermore, the NGO's expense ledger or check
book will have to be organised to allow for the recording 
of expenses as either direct or indirect costs (see Part 4 
of this manual) 
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PART 4
 
THE NGO's ACCOUNTING SYSTEM
The overall effectiveness of the NGO's financial 

management system is closely linked to the 
adequacy of its accounting methods and prac-
tices It is not, however, the intention of this 

manual to provide a basic course in NGO bookkeeping 
or accounting Not only is this subject outside the scope 
of expertise of the manual's author, but there is a great 
deal of diversity in the accounting methods and prac-
tices available to nongovernmental organisations Each 
NGO must adopt an accounting system best suited for 
its purposes while, at the same time, conforming to gen-
erally accepted accounting pnnciples 

This chapter is designed to highlight a few basic con
cepts and techniques associated with nonpiofit account-
ing-and to discuss them in a relatively simple format 
As such, the chapter is not directed specifically at NGO 
bookkeepers or accountant but rather at NGO fiscal 
managers As the adjacent box points out, these are not 
necessanly the same persons' 

SELECTING AN ACCOUNTING SYSTEM 

In today's expanding market of accounting systems, 
methods, manuals and even computensed software pro-
grammes, the small NGO can be overwhelmed with 
options A few general tips might be helpful 
*In designing, choosing or upgrading its accounting 

practices, the NGO should get some expert advice-
usually an accountant can be found among its mem-
bership or a member can identify one to assist 

*Don't be tempted to employ an overly complicated sys-
tem-even if the NGO plans to grow iapidly 

*Make sure that the accounting system is designed so 
that someone within the organisation, other than the 
bookkeeper/accountant/fiscal officer, has access to the 
financial books lnternai "controls," employed at ran-
dom, are cntical to ensure the fiscal integrity of the 
system and the NGO 

"Avoid using expensive external auditors for routine 
accounting tasks Generally, auditors should only be 
brought in at the end of the fiscal year for (1) an offi-
cial, independent verification of the account, (2) per-
haps to prepare the General Ledger if the NGO does 
not have the in-house expertise to complete this task 
and (3) to prepare the annual financial statements 

"At the very least, the NGO's accounting system must 
ensure that the fiscal records are kept in a piofessional 
manner, that all transactions are recorded immediately 
and that financial reports are produced on a timely 
basis 
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SOME BASic DEFINITIONS* 

Accounting has been called the art of iecording, 

classifying and summansing transaction,, and 
events which are of a financial character and then 
interpreting the results The recording phase 
translates financial tiansactions and events into 
written accounting data Classifying pertains to 
sorting these data in a systematic manner 
Summansing bnngs the accounting data together 
in a form that further enhances the data's useful
ness Interpreting the results involves analysis, 
comparisons and explanations of the summansed 
accounting data 

Bookkeeping is the process of recording in a sys
tematic manner, with a preconceived plan, finan
cial transactions that have taken place 
Bookkeeping is concerned primarily with the 
mechanical and the routine Its main function is 
to record transactions and maintain records that 
are later summansed in the form of financial 
statements 

Accounting, on the other hand, is broader in 
scope It includes bookkeeping plus the analysis 
and interpretation of recorded data In perform
ing these functions, the "accountant" exercises 
skill and judgment and applies logic and reason 
Accounting draws (fiom the information fur
nished by the bookkeeping process) inferences as 
to the condition and conduct of an organisation, 
the two fundamental objectives of accounting 

Financialmanagement has a far wider scope, 
altbough it includes accounting It involves a 
series of resource utilsation decisions that are 
designed to achieve a desired goal over a period 
of time In a for-profit organisation, the objective 
is to create revenues in order to obtain a profit In 
nonprofit organisations, the objective is to create 
benefits that are greater than the costs involved in 
their generation These benefits are more difficult 
to measure than those of for-profit businesses 
since they may include value concepts such as 
increased skills or improved awareness 

"Sourte "Financial Manage-ment-Tow-a-rds-Greater Autonom-y "/InNGO -

Management, No 22 (july-Sept ,1991) NGO Management Network c/o ICVA, 
Genea Switzerland 
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COMPUTERS AND ACCOUNTING 	 ESTABLISHING ACCOUNTING PROCEDURES 

More and more NGOs now have access to in-house Cash Versus Accrual Accounting
 
computers, and thus the option of computensing In for-profit organusations, financial records are almost
 
accounting systems appears to be an increasingly attrac- always kept on an accrual basis Accrual means simply

tive option According to one source, ** the most critical that records are kept so that in addition to recording

question a nonprofit group considenng a compuiensed transactions resultin - from the receipt and disbursement
 
sys'em can ask is will the change result in of cash, the organisation also records the amounts owed
 

to it by others and the amounts it owes to others

" better control? However, in not-for-profit organisations, a cash basis
 
" lower costs? of accounting is often used instead Cash accounting

" more timely reports? means that only transactions where cash has been
 
" increased efficiency? involved are recorded Most small nonprofit organisa

tions use cash accounting
Additionally, the NGO should evaluate its existing sys- Accrual basis usually provides a more accurate pic
tem, asking specifically ture of an organisation's financial condition than cash
 

basis Then why do nonprofits use cash accounting? One

1 Does the current accounting system provide all the reason is that cash basis is adequate when the nature of
 

information needed by fiscal managers? the organisation's activities is such that there are no sig
2 Is the information up-to-date? nificant amounts of money owed to others, or vice versa,

3 Does the NGO have access to adequate in-house and so there is little meaningful difference between the
 

expertise as well as sufficient staff and/or volunteer 
 cash and accrual basis This is certainly the case with
 
time to implement a omputensed system? most small NGOs
 

Pnmanly, however, cash accounting is used because it

One of the biggest mistakes an organisation can make is is simpler Persons not formally trained as bookkeepers or
 
to believe that an accounting system already in trouble accountants can maintain the NGOs fiscal records using a
 
can be improved by putting it on the computer In fact, cash accounting system Non-accountants would have a
 
a poor system on the computer is worse than one on more difficult time understanding the kind of double
paper Rather than rushing to purchase an expensive entry bookkeeping required for an accrual system

accounting software package, the NGO should consider Many medium-size NGOs follow a modified form of 
interim steps The change, for example, to fund account- cash basis accounting, wherein certain items are record
ing (see Part 2 of this manual) can first be implemented ed on an accrual basis, and certain items on a cash basis 
on paper, then gradually coinputerised If financial Still others keep their financial records on a cash basis, 
reports are not current or complete, computensation is but at the end of the year convert them to the accrual 
not necess2 ily going to change that situation It is more basis by recording obligations and receivables for annual 
likely that ti__ staff and/or volunteers handling book- financial statements-this task is often performed by an 
keeping/accounting tasks do not have tl'e time to be up- external accountant or auditor NGOs receiving project
to-date or are inexperienced Additional training, more specific support from external donors should keep their 
staff, or help from a consultant may be a better first step fiscal records for these projects on an accrual basis in
in improving the system, then later moving on to com- order to ersure that project expenditures stay within the 
putensation approved budget

Another viable option for many NGOs is to comput- The importantpoint is that the NGO'sfinancialaccounts 
ense certain accounting functions, but not the entire sys- should be maintainedon a basis that isappropriateto the 
tem For example, many computensed spreadsheet pro- size, nature and needs of the organisation 
grammes (like Lotus 1-2-3) can be used for budgeting, 
cash-flow control, and fiscal status reports (for example, StandardAccounting Practices 
the fiscal information displa)ed in Figures 1,3,4,5 and 6 There are basically only three steps which need to be 
of this manual could easily be prepared using a comput- included in any accounting system, whether a simple cash 
ensed spreadsheet programme) system or a more complex accrual system These are* 

I 	Recording each transaction in a systematic manner 
as it occurs. For NGOs using a cash basis system, 

Masaoka J,n d "Computers and Accounting," Repnnt No 01 	 *-GrossJ, 1974 inancialand Accounting-GtadeJorNonprofitOrganisatim Ronald Press 
Support Centers ofAmenca, Washington, D C Company, New York 
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recording can be done in the checkbook Since many 
banks now use so-called "one-write" check systems 
(checks have a one-line carbon strip on the back), 
infornation is transferred directly to attached journal 
sheets as the check is written Figuies can be exterded 
at the same time to appropnate ledger columns for an 
immediate recording of financial information It is 
therefore possible to by-pass the more traditional 
"cash disbursements" and "cash receipts" journals 
which require duplication of information recorded in 
the checkbook 

2 Summansing transactions so that all "like transac-
tions" are grouped together Typically, and most easi-
ly, this summansing is done informally in a simple 
columnar format on a worksheet (either manually or 
using a computensed spreadsheet programme) It can 
be more formally handled in a system in which so-
called "double entry" transactions of debits and credits 
are posted to a formal financial recoid called the "gen-
eral ledger" What is important is for the NGO to 
identify a system that brings "like" transactions togeth-
er in a way which is meaningful and which addresses 
its own fiscal management requirements 

3 	Preparing financial statements from the summay 
information prepared in step 2. Financial statements 
provide a picture of the organisations financial condi-
tion as of a specific date and covering a given period 
of time They can be prepared by a staff accountant, 
by the organisation's treasurer if he or she has the 
proper training, or by an exteinal accounting/audit 
firm brought in at the end of the fiscal year (perhaps 
in connection with an independent audit) 

Simplified Accounting Methods for 
Recording and Reporting 
Many NGOs are simplifying their accounting practices 
by moving toward what one publication has called "one 
book" accounting* (For more detail on the "one book" 
accounting system, the reader is referred to the publica
tion shown in the footnote on this page ) The objective 
is to record financial transactions within a simplified sys-
tem which (1) reduces the number of account books 
necessary, (2) eliminates more time-consuming book-
keeping procedures and (3) facilitates the process of 
summansing, analysing, and reporting on fiscal data 

Figure 9 is an example of a simplified worksheet 
used to recoid cash receipts and cash disbursements for 
the St George's Conservation Society for a one-month 
period In order to make the data easier to rcad, the 
number of restricted fund accounts has bcen reduced 

.ndaJ and Hck G -inca M-arc D.cipnicn a tlk, -7 
Environment Liaison Centre, Nairobi Kena and Manitoba InstituteofManagement
Inc Winnipeg Canda 
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froni five to two 
Using this cach receipts/disbursements worksheet, 

the NGO can now summanse fiscal transactions in a 
variety of ways, depending on the management require
ments of its fiscal officer, the reporting conditions set by 
external donors, and the oversight demands of the gov
erntng board For example, using worksheet data, sepa
rate or integrated summary reports on income and 
expenditure could be prepared for the Unrestncted 
Fund, the restricted fund and/or each sub-account (pro
gramme category) within the restricted fund These are 
the kinds of financial summanes that should be present
ed to the board for periodic review of the organisation's 
finances They also serve as the basis for fiscal status 
reports for externally funded projects (see Figure 5) or 
for organisational cash-flow management plans (see 
Figure 3), and provide the necessary information to 
monitor actual income/expenses against the approved 
budget (see Figure 4) 

Such recording and reporting methods fulfill basic 
requirements for a relatively simple and direct, cash 
basis accounting system (with the added proviso that the 
NGO should use simplified accrual accounting for 
donor-funded projects to provide better control of these 
expenditures) In short, these accounting practices 
enable the St George's Conservation Society to (1) 
record fiscal transactions in a systematic manner and (2) 
summaiise and report on such transactions with a rea
sonable level of fiscal control 

FinancialStatements 
The third step in executing standard accounting prac
tices involves the preparation of financial statements 
Smaller NGOs may only require formal financial state
ments annually at the end of the fiscal year and could at 
this point turn to a professional accountant or external 
auditor for assistance 

Financial statements for nonprofit organisations 
(whether monthly, quarterly or yearly) should include 

• A Balance Sheet that presents the financial status 
(i e assets and liabilities) of the NGO at the end of 
a designated accounting period, 
A Revenue and Expense Statement that is usually 
prepared in some detail and presents total revenue 
and expenses for the designated accounting period, 
Special Purpose Statements that relate to particular 
operations of the NGO 

The financial statement must disclose the basis for 
reporting income and expenditures, Ie accrual or cash 
basis It must also indicate the accounting treatment for
fixed investments,

assets and including donated assets 
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Financial statements are prepared from accounting 
data recorded in a general ledger in which all categones 
of financial transactions affecting the NGO are sum
mansed by specific accounts The general ledger includes 
all cash and non-cash transactions, including assets and 
liabilities, as well as income and expense accounts It also 
includes a "fund balance' account which is comparable 
to the NGO's "net worth" at the date shown on the finan
cial statement If the NGO does not have the in-house 
capabity to prepare the general ledger, this task could
 
penodically be undertaken by an external accountant
 
contracted for this particular service
 

Final Thoughts on Fiscal Management Procedures 
A few additional procedures the NGO needs to keep in 
mind in developing its accounting system 

1 Always file a supporting voucher for every transac
tion, giving full details on disbursements and receipts 
Internal vouchers are also essential to document inter
fund transfers 

2 Always keep your financial records up-to-date 
3 Bank reconcihations must be prepared promptly upon 

receipt of the monthly bank statement 
4 Maintain consistency in the use of accounting meth

ods from period to period 

Finally, the NGO needs to remember that its accounting 
system must reinforce and strengthen a larger institu
tional goal-namely, to provide sound fiscal manage
ment policy and procedures for the organisation The 
information generated by the accounting system must 
inform and enhance the decision-making process within 
the organisation Otherwise, the NGO has only created a 
routine and mechanical bookkeeping system-not a 
financial management system a 
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FiCURE 9 

EXAMPLE OF A SIMPLIFIED WORKSHEET TO RECORD CASH TRANSACTIONS 

ST. GEORGE'S CONSERVATION SOCIETY MONTH OF JANUARY 1991 

CASH IN BANK 

0 
z 

> U D 0 

Z L 
U lm C4W iL9 JWUW 

1 01/01/91 Balance Forward 5,000 
2 02/01/92 World Wildlife Fund 34 5,000 Grant 
3 02/01/91 John Creque 34 25 Membership 
4 02/01/91 Paul Charles 34 25 Membership 
5 02/01/91 Pat Edwards 34 25 Membership 
6 03/01/91 ABC Rentals 2345 250 Office/Rent 
7 03/01/91 XYZ Insurance Co 2346 750 Insurance 
8 04/01/91 St George's Electncal Co 2347 25 Office/Electricity 
9 04/01/91 St George's Telephone Co 2348 450 Telephore 
10 05/01/91 Museum Gate 35 500 Entrance Fees 
11 05/01/91 Museum Shop 35 100 Shop Sales 
12 07/01/91 Price Waterhouse 2349 1,000 Professional Fee 
13 07/01/91 Design Graphics 2350 350 Museum Exhibit 
14 09/01/91 Island Printing 2351 200 Printing 
15 10/01/91 Windward Handicrafts 2352 250 Materials 
lb 10/01/91 Business Machines, Ltd 2353 200 Printing 
17 11/01/91 Julian Francis 36 25 Membership 
18 11/01/91 Ruth Hughes 36 25 Membership 
19 11/01/91 Museum Gate 36 400 Entrance Fees 
20 11/01/91 Museum Shop 36 150 Shop Sales 
21 11/01/91 LarryAdams 36 25 Membership 
22 14/01/91 1st Office Supply 2354 75 Supplies 
23 14/01/91 LIAT 2355 185 Travel 
24 16/01/91 Caribbean Industries 37 500 Donation 
25 16/01/91 Leeward Auto 2355 85 Vehicle 
26 17/01/91 St George's Post Office 2356 335 Postage 
27 17/01/91 Federal Express 2357 125 Postage 
28 18/01/91 Ministry of Education 38 500 Grant 
29 22/01/91 Island Lumber 2358 195 Museum Exhibit 
30 25/01/91 Cable and Wireless 2359 62 Tel/Fax 
31 28/01/91 4-H Clubs 39 45 Secretariat Services 
32 28/01/91 Museum Gate 39 450 Entrance Fees 
33 28/01/91 Museum Shop 39 150 Shop Sales 
34 29/01/91 Jacqueline Brown 2360 1,500 Salary 
35 29/01/91 David Williams 2361 1,200 Salary 
36 29/01/91 Felix Herbert 2362 1,000 Salary 
37 29/01/91 Eustac Lawrence 2362 500 Salary 
38 29/01/91 Winston Murray 2363 500 Salary 
39 29/01/91 Paulette Mills 2364 750 Salary 

40 Totals/Month 7,945 9,987 2,958 

41 29/01/91 Inter-Fund Transfer/Indirect Costs 
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F.GURE 9 CONTINUED 

EXAMPLE OF A SIMPLIFIED WORKSHEET TO RECORD CASH TRANSACTIONS 

UNRESTRICTED FUNDS RESTRICTED FUNDS 

SECRETARIAT ENVIRONMENTAL MONITORING MUSEUM OPERATIONS 

> z u 

[]0~ ] X Z 
>z 

Z z 

2 

3 
4 

5 

13,000 

25 
25 

25 

5,000 

1,000 1,000 

6 
7 
8 
9 
10
13 

250 
750 
25 

225 135 

500
100 

90 

12 
13 

14 
15 
16 

1,000 

100 

55 

00 

100 

350 

250 
45 

17 25 
18 
19 
20 

25 
400 
150 

2122 25 25 15 35 

23 
24 
25 
26 

27 
28 
29 
30 

500 

245 

100 

50 

85 
53 

25 
500 

185 

35 

195 
12 

31 
32 
33 

34 
35 

36 
37 
38 
39 

45 

750 

250 

250 

750 

750 
500 

250 

450 
150 

1,200 

500 
250 

40 695 4,075 (380) 5,000 2,765 3,235 2,250 3,147 103 

41 690 (690) 

310 2,545 

T3 NATURE CONSLRVANCY X75-25 



RESOURCES FOR SUCCI SS 1993 

SECTION 11 

RECEIVING U S. 
GOVERNMENT FUNDING 

INTRODUCTION 

udith Towle's excellent manual covers many criti-
cal aspects of NGO work in Latin America and the 
Caribbean, and we repeat our thanks for allowing 
it to be republished in Resourcesfor Success After 
numerous discussions with oui partners we noted 

that one critical aspect of financial management still 
needed to be covered-how to manage U S government 
funding The Conservancy and many Latin Amencan 
and Caribbean NGOs receive support from the Agency 
for International Development and specific financial 
guidelines must be followed 

If an organization receives funding from the U S gov
ernment, it must follow vanous guidelines and restnc-
tions in its use of those funds In addition, it must adhere 
to certain accounting and auditing standards dictated by 
U S government regulations In signing the grant letter, 
the organization agrees to abide by these terms and con-
ditions If it is subsequently found to be in violation, 
future funding may be withdrawn and funds already 
received may have to be returned to the funding agency 

While most of the organizations working with The 
Nature Conservancy receive funding through the Agency 
for International Development (AID) grants, these guide-
lines and restrictions are generally in effect when receiv-
ing funding from any U S Government agency They 
also apply equally whether the organization receives the 
funds as a "grantee" (funds directly coming from the 
U S government funding agency to the organization) or 
as a "subrecipient" (funds received directly from another 
organization that, in turn, received the funds directly 
from the U S government funding agency) 

Most of the guidelines focus on three areas 
(1) accounting practices used by the organization, 
(2) general procedures in conducting project activities,and 
(3) specific restnctions to a project 

ACCOUNTING PRACTICES 

U S government funding equires that the organization 
receiving the funds adhere to certain accounting stan-
dards and practices These standards and practices are 
not generally detailed in grant or contract letters Rather, 
they are usually referenced in the vanous attachments as 
"GAAP" ("Generally accepted accounting pnnciples"), 
"GAGAS" ("Generally accepted government accounting 
standards") or the name of individual U S government 
circulars that detail specific requirements (such as 
A-122, A-110,etc ) 
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These standards and practices generally include such 
topics as the accounting system itself, the rules for 
applying match funding, types of costs not allowable for 
reimbursement by the U S government, iecording of 
time worked, recordkeeping and audit requirements 

It is helpful for an organization to obtain copies of 
the various circular for its reference However, if an orga
nization receives a substantial amount of U S govern
ment funding ($50,000+) it is recommended that it 
select an external audit firm that is experienced in audit
ing U S government-funded projects and thus is familiar 
with the accounting standards and practices mandated 
by such funding Thus, the audit firn can advise the 
organization ensunng that its systems conform to the 
requirements 

GENERAL PROJECT MANAGEMENT 

A grant or contract award packet will include the "award 
letter," several attachments and a set of standard provi
sions General guidelines to be followed in conducting 
the project are usually found in some of the attachments 
and in the standard provisions sections These sections 
should be read closely to ensure that all guidelines are 
noted and followed The following is a list of those 
guidelines most often included 

1 	Segregation of U S funds U S government funds 
must be kept in a separate, interest-bearing bank 
account All interest earned beyond $100 00 is to be 
returned to the U S government on an annual basis 

2 International air travel All international travel is to be 
clone on U S carriers Exceptions can be made if they 
meet with the criteria set by the U S government 
However, lower air fare on a non-U S carrier is not 
acceptable criteria for an exception 

3 	 Procurement of goods and services In general, an 
organization is required to ensuit that several bids are 
provided for goods and services beyond a certain limit 
(the limit may be specific to the grant/contract) All 
bids must be kept with the project documentation on 
file as well as an explanation on why a particular yen
dor/contractor was selected Waivers for sole source 
contracting may be obtained in some cases with piior 
approval from the funding agency if a case can be 
made for such need 

,
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4 	 Property management An inventory list must be AUDIT REQUIREMENTS
 
maintained of all equipment purchased for the project
 
over a certain dollar limit 
 The list should include the Specific requirements regarding types of project-specific
following information type of equipment, date pur- audits and when they will need to be done may be
chased, serial number, cost, vendor name, funding included in the award letter or attachments It is impor
source (AID or match) and physical location This tant to always include an Audit line item in the project
inventory must be kept current proposal budget and to ensure that it remains in the 

final award project budget5 	Financial recordkeeping All files must be available Recent U S government audit regulation changes
for review/audit by U S government officials now requiie a specific type of audit, known as A-133, 

whenever an organization receives more than $100,000 
SPECIFIC GRANT/CONTRACT REQUIREMENTS total in U S government funding in one year This fund

ing may come from one or several U S government
Agrant/contract will have some requirements that are agencies It may be received directly from the govern
unique to that grant These are usually included in the ment agency or as a subgrant from another organization
award letter and/or Attachment #1 Specific require- Where an organization receives funding from several 
ments generally will include U S 'government agencies, the A-133 audit satisfies the 

audit requirements of all1 	Source/origin code This code indicates the geograph- The audit reviews the organization's overall account
ic locations from which project goods and services, ing system and internal control structures, as well as 
over a particular U S dollar limit, may be purchased sampling individual awards for compliance with general 
or originate For example, Code 000 means that goods and specific requirements (as listed above)
and services must be of U S origin and purchased in For organizations receiving a significant amount of
the United States Other codes may indicate U S and U S government funding ($100,000+ per year), it is rec
local country origin/purchase or, at its least restrictive, ommended that an external audit firm be selected that is 
ongin/purchase anywhere in the Free World experienced in conducting A-133 audits Alist of audit

2 Matching requirements If the organization is required firms approved by AID fox A-133 work may be obtained 
to provide private funds to match the government from the local AID mission 
funds the amount will be stated The cost of conducting an annual A-133 audit may

3 Property ownership The grant will specify in whom be billed under the "Audit" line item of project grant
title will be vested for equipment puichased (over a budgets (if these grants have been sampled as part of the 
certain U S dollar limit) It is important to note that A-133 audit) The amount to be billed is determined by
in many grants, items purchased with grant funds the number of U S government grants sampled 
revert to the U S government at the completion of the 
grant project The U S government will determine 
how to dispose of the property 

4 Reports required Narrative and financial reports will 
be iequired on a periodic basis This section details 
how often they are required, to whom the reports are 
to be sent, and specific information to be included 

5 Staf/consultant approval It is sometimes required 
that the project officer review and approve staff and/or 
consultants on the project prior to huing 

6 	Travel authorization Often mission clearance, in writ
ing, is needed prior to traveling under the project 
grant This requires that traveling stff/consultants file 
their proposed itineraries with the ir-country mission
 
in advance of their trip If cleaance is denied, the trip
 
may not be paid from the project grant funds
 

7 	 Adjustment to budgets Apercentage will be specified 
within which individual budget line items may be
 
adjusted as long as the overall budget total is not
 
increased
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