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Prologue

he Nature Consenvancy 1 _onvinced that long-term
nternational conservation objectives can only be
achicved through actnve awtonomous tocal sutu-
tions Therefore, the Conservancy imnated the Self
Sulficiency Project for Laun American ind Canbbean non-
governmentol organizations (NGOs) ' 1988 The project
provides venture capital grants to imuate weome-generaung
acinates traning and techmeal assist. nee and information
disserunation through workshops and publications This
three-part approach has been enormously elfective in encour-
aging innovati e imanaal ventures: strong strategie planning
and leadership in collaborating organizanons Partner organ,-
zattons that have imuated successtul sell sufficieney programs
have grown enotmoushy both in size and erfectiveness since
projectinception Many Laun Anienicon and Caribbean part-
ners now exemplhily the leadership and finanaal stability that
are needed to vigotously pursue consenation objectives and
sustamable dovclopment The Conscnancy s prond 1o have
been a party o the growth of these visionary conservation
orgamzations
Resources for Succoss 1993 shates some of the ideas and
case studies that have evolved under the Sell Sulhiaiency
Project The Conservaney continues to provide rew matenials
and tramming 1o meet the challenges faced by conservation
NGOs i then formative stages, and as they grow from small
voluntary organizations into Large mternatonally renowned
groups The Trammg Department faclitates learning pro-
gran.s, shares Consenvancy expettise and brings together
consenatton orgamizations througheut Laun Amcrica and
the Canbbean to shae then creatve sategies and programs
This year, Laun Amencan and Canibbean conservationists
taught the majonty of dasses at Conservation raming Week,
the Conservancy s largest international traming cvent
A vision of sell sulhiciency come true! This blending of ideas
from the Conservancy and partnets 1s apparent in this edition
ol Resources for Succss, edited by Paquita Bath, Director
of Traiming
Resources for Success has always been a work in progress
s a gdebook and resoutce for stafl, board and the volun-
teers of private conscryation oigamzations to thuih about the
financal iesources, leadership skalls and orgamizational cul-
ture needed to manage a snccessful consen ation nonprofit
This cntical nu of 1eseurces changes with time as doces our
learnirg based on the growth, success and, lamentably
some cases, Lulures of non-governmental consery atton orga-
mzations For that reason, this manual s contmually updated,
and s new format provides greater flesbility for adding o
editing sections based on yowr comments and contnibutions
in the future
What follows s a ompilation of proven successiul
methods for sell sufficieney that have been teated and 1ehned,
developed and adapied, by conservation groups as numerous
and vaned as the habitats and species we e stnving to
protect #

Geoffiey S Barnard

Vice Frosident and Dicaor

Latn Amcnica and Cavibbean Program
The Natute Conservaney

August 1993



Table of Contents

Prologue

Table of Contents

Acknowledgements

1

111

v

A

Vi

Vil

IX

Xl

Xn

The Nature Conservancy in Latin America
and the Caribbean

Measures of NGO Success
Operational and Strategic Planning

How to Better Manage Youi Orgamization’s
Human Resources

Fundraising Strategy
Eight Steps to Successful Fundraising

The ABCs of Fundrusing
The Art of the Foundaton Proposal

Corporate Fundraising and
Cause-Related Marketing

Publicity Campaigns with a
Fundraising Component

Ecotourism  Goldmine or Threat?

Establishing Successful
Membership Piograms

How to Manage Your
Organization’s inances

PaGtL

1

I-1

11-1

111-1

V-1

VI-1

VII-1

VIII-1

1X-1

X-1

XI-1

Xll-1



Acknowledgements

esources for Success 1s the brainchild of Ruth Norns,
Director of the NGO Services Department from
1987-1991, and staff members Richard Devine and
Monique Zegarra The good ideas, informaiton and
traiming materials they developed for the Self-Sufficiency
Project were disseminated 1n the carly editions of this manual
The 1990 and 1991 editions are clearly the building block for
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INTRODUCTION

esources for Success 1993 offers tools and

guidehines for nongovernmental conservation

orgamzations committed to improving their

institutional capacity and self-sufficiency This
manual 1s a product of the Self-Sufficiency Project, an
ongoing program of The Nature Conservancy designed
to help Latin American and Caribbean nongovernmental
organmizations (NGOs) improve therr 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
Canbbean Program and the mouvation and programs
behind the publication of this manual #

THE NATURE CONSERVANCY

he Nature Conservancy 1s a private, nonprofit
membership organmizaton It 1s dedicated to
the preservation of plants, amimals and natural
communities that represent the diversity of hfe
on Earth by protecting the lands and waters they need to
sutvive The Conservancy 1s supported by mote than
700,000 individual members, corporate sponsors, pri-
vate foundations and government agencies In the past
fory years, the Conservancy has estabhshed chapteis in
every U S state and has acquned more than 1,300 pre-
serves, the largest private system of natural sanciuaies
in the world The Conservancy protects more than 6 4
mullion acres in the United States and Canada alone #

THE LATIN AMERICA
AND CARIBBEAN PROGRAM

uilding on the success of our domestic pro-

grams, the Conservancy, in 1987, mated a

major international ¢ffort to stem the ude of

ecosystem destruction in Latin Amenica and the
Canbbean The key to the success of the Laun America
and Caribbean Program since that ume has been part-
nerships The Conservancy 1s not an implementing orga-
nization mternatonally All programs are cairied out m
cooperation with conseivation o1gamzations already
established 1n a particular country Ow programs build
on the strengtlis of these NGOs, working 1n concert with
In-country government mstitutions  Parks in Peril, o
largest nternational conservation nitiative, 1 an exam-
ple of coordinated efforts with partners ranging from

I-2 Tur Naitrt CONSERVANGY

local in-country conservation groups to the United
States Agency for International Development and mulu-
lateral organizauons

Through these paitnerships, the Conservancy’s Laun
America and Canbbean Program has developed a four-
pait strategy tor protecting large functionmg ecosystems

STEWARDSHIP AND INFRASTRUCTURE

Declaring an aiea protected 1s the first step in conserva-
tion Throughout Lain Amenca and the Canibbean,
many designated parks are neither clearly dehineated nor
truly protected In addition, the majonty of parks in
Laun American and the Canibbean lack the necessary
funds for protection actnities The Conservancy helps
local conservation orgamzations establish a presence in
parks by undertaking activities such as the demaication
of park boundanes, hiing and traming of park 1angers,
purchasing needed equipment and vehicles and working
with local commumties that live in close proaimity to
these natural areas

CONSERVATION SCILNCE

Successlul conservation mitiatives require a strong scien-
tufic base The Conservancy has developed a method for
determining species and community 1ainty to idenufy
conservation priotities This methodology 1s vsed by
Conservation Data Centers throughout the 1egion In
addition, the Censervancy and many partners use Rapid
Ecological Assessments when biological and ecological
information 1s needed for conservation deciston-making
on an accelerated timetable Finally, furthei ecologal
monitoring programs aie estabhished to measure conser-
vation effectiveness as management plans progiess

LONG-TERM CONSERVATION FINANCING

Once initial funds for patl. protecuon have been invest-
ed, creative imatives for long-term finanaial security aie
needed The Conservancy faciltates debt-for-nature
swaps and helps establisl: national conservation trust
funds It also establishes long-term sources ot funding
working with multilateral msutauions to help ensuie the
long-range stability of crinczl nawmal ateas In addition,
working with local partneis, the Conservancy develops a
long-terin finanaial needs analyuis lor each site based on
curtent expendituics, identfied needs, future plans 1n
the core and immediate buffer zone areas and funding
prospects
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INSTITUTIONAL DEVELOPMENT

The Conservancy 1s convinced that long-term interna-
tional conservation objectives can be achieved only
through partnerships with in-country conservauion orga-
mzations These institutions must have solid technical
skills, a clear mission, strong leadership and financial
secutity Over the past sia years the Laun America and
Canbbean Program’s Training Department has success-
fully dehvered an institutional development and
strengthening program that has helped these mstitutions
become consistently more effective n pursuing and
accomphishing their consetvation agendas

Thesce four areas aie the critical components of the
Conservancy’s Latin America and Zanbbear strategy
The iemainder of this « hapter wall look at the Training
Department and the Conservancy’s inshtutional develop-
ment strategics #

THE TRAINING DEPARTMENT

onservancy and partner staff jointly discuss

and determine the strengths and hmutations

of partner institations and develop a traming

plan that focuses on key areas for develop-
ment The Traming Department then organizes a variety
of technical assistance, traming and networking vehicles
One focus of much of the work dore by the Traiming
Department, previously called the NGO Services
Department, has been the Self-Suffiaency Project This
project helps partner o1gamzations build income-gener-
aung shills, establish membership campaigns, hone pro-
posal-writing shills and develop merchandising and eco-
tourism projects The Finanaal Self-Sufficiency Project 15
a three-part progiam

“TESTING THE TECHNIQUES”

Venture capital glants are provided to NGOs to develop
self-sufficiency programs such as membership cam-
paigns, sales of T-shurts, hiterature or local crafts, cause-
related marketing, Adopt an Acre campaigns and corpo-
rale campaigns

TECHNICAL ASSISTANCE AND TRAINING

The following services are offered 10 help NGOs imple-

ment their self-sufficiency 1deas successfully

- Conservauon Corps assigns Conservancy stafl 1o work
on a particular project mn-country with the NGO For
example, the membeiship coordinator of the
Cabforma Freld Office might spend two weeks with an

NGO 1o help develop its membership program

- Fellowships allow NGO staff 10 visit and study suc-
cessful projects in other NGOs or in Conservancy field
offices Some fellews also come to the Conservancy
home office 1o vtudy fundiaising techniques South-
South Exchanges are particularly useful for conveying
successful expertences of other NGOs
Scholarships allow NGO staff to attend speciahized
training schools or lucal business schools to help
develop specific skills

+ Technical assistance 1s provided by Lauin America and
Caribbean Program stafl to help with specific projects

NETWORKING, WORKSHOPS AND PUBLICATIONS

Workshops and publications are used to disseminate the

key lessons learned m the “testing the techniques,” train-

ing and technical assistance phases These case studies

and training packages are then offered to a wider audi-

ence of NGOs and therr staffs

+ Conservation Tiaining Week This is the largest inter-
national training event sponsoied by the Conservancy
for NGOs, governmental conservation agencies and
Cornservation Data Centers The event provides a
forum for sharing learming and experiences on a
multnational level, muioducing and reinforcing suc-
cessful stiaregies and generating new 1deas for tuture
programs Training courses from the 1993
Conservation Traming Week, held i the Dominican
Republic, are the basis of many of the case studies in
this manual

- Nauonal and regional workshops offer specific train-
ing, ncluding the Zenger-Miller Frontline Leadership
series to help paitners develop st.ong communication
and supervisory skills

+ Slalls Training *Week, the annual traming program for
the Conservancys U S staff, 1s open to partners as an
opportunty for exchange between the domestic pro-
grams and international NGOs
Publications The Conservancy shares 1ts expertise by
developing training packages and accompanying writ-
ten materials to direct workshops and training pro-
grams This manual provides informaton about criu-
cal managerial and fundiaising skills for fledgling and
established NGOs

This three-part approach has effectively encouraged
Innovative ventures, provided traiming and support and
disseminated information through workshops and pubh-
cations Partner o1ganizations that have mitiated success-
ful self-sufficiency programs have giown both 1n size
and effectiveness since project inception Over time we
are improving our effectiveness by providing new vehi-
cles for training dehvery These include the Zenger-

Tt Natvrt Constrvaney 1-3
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Miller Fronthine Leadership Program, and increased col-
laboration with other institutions that offer valuable
training programs, such as INCAE, Fundacion Mozses
Bertoni, Island Resources Foundation, Atlantic Center
for the Environment and ANCON

In 1988, msttutional suppert was provided to nine
organizations Today, the Conservancy 1s collaborating
with more than forty organizations and many others
are requesting assistance This increase in demand for
Conservancy training and technical assictance makes the
distribution of matenals, such as this manual, a very
high prionty

Resources for Success 1s a work n progress The
new format helps to ensure that new chapters, rase stud-
1es and improvements can be added easily We hope
you will contirue to contribute matenials and request
new chapters to make this an even more useful
publication #

COLLABORATING INSTITUTIONS

he Nature Conservancy werks with in-country,

private conservation groups Land-conserva-

tion organizations that protect areas of high

biological importance and have a clear mission
consisient with that of the Conservancy are genetally
aur closest partners We also encourage close collabora-
tion with government ministries and other internattonal
institutions A hst of institutions with which we collabo-
rate actively 1s appended In addition, a hist of current
Conservancy staff working in the Laun Amenca and
Caribbean Program 1s added to assist in 1denufying
appropriate contact people to learn more about our
programs #

LATIN AMERICAN

AND CARIBBEAN ORGANIZATIONS
COLLABORATING WITH

THE NATURE CONSERVANCY

Belize

Belize Audubon Society

Director Virginia Vasquez
Address 29 Regent St Box 1001
Belize City, Belize

Tel (501) 277-369 Fax 278-562

rogramme for Belize
Director Joy Grant
Address PO Box 749, Belize City, Belize
Tel (501) 2-75616 and 2-75617 Fax (501) 2-75635

I-4 THE NATURF CONSIRVANCY

Bolivia

Centro de Datos para la Conservacion de Bolivia
Director Mana Marconi

Address Casilla 11250, La Paz, Bohivia

Tel (591-2) 79-7399 Fax (011-591-2) 79-7399 (Ask
for tone )

FONAMA - Fondo Nacional del Medio Ambuenite
Acting Director Carlos Arce

Address Calle Campos #2065 (San Jorge), La Paz, Bolivia
Tel (591-2) 39-2370 and 39-2369 Fax (591-2) 39-1774

Fundacion Amgos de la Naturaleza (TAN)

Director Hermes Justiniano

Address Casillh #2241, Santa Cruz, Bolivia

Tel (5913-3) 33-806, $1-327 Fax (5913-3)41-327

PROMETA - Pioteccion del Medio Ambiente de Tarya
Director Gabriel Baiacatt S

Address Casilla 59 - Taryja, Bohvia

Tel (591-66-45-865) Fax 43-873

Brazil

Fundagao Brasileiwra para a

Conservagdo da Natureza (FBCN)

Director Jairo Costa

Address Rua Miranda Valverde, 103, Botafogo,22 281
Rio de Janeiro, R, Brazil

Tel (55-21) 266-5008 Fax (55-21) 537-1343

Fundagao Pro-Natureza (FUNATURA)
Director Mana Tereza Jorge Padua

Address Caixa Postal 02-0186,

70 001 Brasilia, DF, Brazil

Tel (55-61) 274-5449 Fax (55-61) 274-5324

Soctedade de Prsquisa em Vida Selvagem (SPVS)
Director Clowvis Schrappe Borges

Address Caixa Postal 305, 80 420 Cunuba,
Patana, Brazil

Tel (55-41) 242-0280 Fax (55-41) 242-0280
(Ask for the tone )

Fundagio S O 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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Colombh:a

Fundacion Natura

Director Juan Pablo Ruiz

Address Apartado Aereo 55402, Bogotd, Colombia
Tel (57-1) 249-7590, 310-0026,-0097,-0421

Fax (57-1; 210-4515

Centro de Datos para la Conservacion de Colombia
Coordinator Eduardo Velasco Abad

Address Apartado Aerco 2366, Cali, Colombia

Tel (57-23) 30-6643 Fax (57-23) 30-4080

Fundacion Pro Sierra Nevada de Santa Marta

Director Juan Mayr

Address Calle 74, No Z-86, Piso 2, Bogota, Colombia
Tel (571) 217-3487/310-0571 Fax (571) 218-3256

Fundacion Botanica de Puerto Rastrojo
Director Helga Dworschak Lozano
Address Cra 10 No 24-76 Ofiana 305,
Bogota, Colombia

Tet (571-284-9010-1951) Fax 218-3256

INDERENA - Instituto de Recursos Naturales
Director Martha Rojas

Address Carrera 10 #20-30, Bogata, Colombia
Tel (571) 283-2598

Cosia Rica
Fundacion Neotropica
Director Vera Varela

Address Apartado Postal 236-1002, San Jose, Costa Rica

Tel (50-6) 88-2029 -2027 Fax (50-6) 33-06-17

Fundacion de Parques Nacionales

Director Luis Hurtado

Address Apartado 1108-1002, San Jose, Costa Rica
Tel (50-6) 32-02-50 Fax (50-6) 20-09-39

INBio (Instituto Nacional de Biodiversidad)

(Base de Datos de Conservacion (BDC)
Coordinator Rita Maria Alfaro)

Director Dr Rodnigo Gamez Lobo

Address Santo Domingo 3100, Heredia, Costa Rica
Tel (50-6) 36-7690, 36-7692 Fax (50-6) 36-2816

Dominican Republic

Fondo Pro-Naturaleza (PRONATURA)

Director jose Miguel Martinez

Address Oficinas Gubernamentales, Edificio A,
ONAPLAN, ler Piso, Calle Dr Delgado, esq Av
Mexico, Santo Domingo, Dominican Republic
Tel (809) 221-5140 Fax (809) 532-7292

Grupo Jaragua, Inc

Director Sixto Inchaustegui

Address ElVergel 33, 3er Pico,El Vergel, Santo
Domingo, Republica Dominicana

Tel (809) 540-3036 Fax (80Y) 562-5879

Ecuador

Centro de Datos para la Conservacion del Ecuador
Coordinator Xavier Silva

Address Apartado 17-21-01332, Quito, Ecuador
Tel (59-32) 56-06-78 Fax (59-32) 56-06-78
(Ask for tone )

Corporacion Ormitologica del Ecuador (CECIA)
Director Nancy Hiigert de Benavides

Address Casilla 17-17-9068, Quuto, Ecuador
Tel (593-2) 244-734 (fax and phone)

Fundacion Antisana (FUNAN)

Director Maria Helena Jervis

Address PO Box 17-03-1486, Quito, Ecuador
Tel (5932) 433-849/433-850 Fax (5932) 433-851

Fundacion Arcoinis
Address Casilla # 11-01-860, Loja, Ecuador
Tel 593-7-572 Fax 572-926

Fundacion Natura

Director Dr Roberto Troya V
Address Casilla #253, Quito, Ecuador
Tel (593-2) 459-013, 447-341 to 344
Fax (993-2) 434-449

Fundacion Maquipucuna

Director Rodrigo Ontaneda

Address Baquernzo 238 y Tamayo, Quito, Ecuador
Tel (59-32) 235-736 Fax (59-32) 504-571

SUBIR Project

The Nature Conservancy Representative Juan Black
Address PO Box 17-21-1901, Quito, Ecuador

Tel and Fax (5932) 502-379

Guatemala

Centro de Estudios Conservacionistas (CECON)
Execuuive Director Billy Alquyay

(Centro de Datos para la Conservacion de Guatemala
Coordnator Olga [sabel Yaldez Rodas)

Address CECON, Universidad de San Carlos, Av de la
Reforma, 63, Zona 10, Ciudad de Guatemala, Guatemala
Tel (502-2) 31-0904, 34-7662, 34-7664
Fax (502-2) 32-2671 (ask for tone )

THi NATURE CONSERVanCY I-5 (0
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Defensores de la Naturaleza

Director Andreas Lenhoff

Address 7a Avemday 13 Calle, Zona 9,

Edificio I.a Cupula, Cludad de Guatemala, Guatemala
Tel (502-2) 32-50-64 Fax (502-2) 53-68-89

CONAP - Consejo Nacional de Areas Prc tegidas
Dircctor Fnma Diaz

Address 2a Averada 0-69, Zona 3, Coloma Bran,
Ciudad de Guatemala, Guatemala

Tel (5022) 500-454 Fax 518-951

Honduras

Fundacion rcologista 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
Duector David Smith

Address PO Box #1225, Kingston 8, Jamaica
Tel (809)922-2217 Fax (809) 922-0665

Jamaica Conservation Data Centre

Drirector Ken Magnus

Address Department of Botany,

Unuversity 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 Ocana 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
Addrcss Apartado Postal No 6 ,

Tuxtla Gutierrez, Chiapas, C P 29000, Mexico
Tel (52-96) 12-3663 Fax (52-96) 12-9943

I-6 Tut Naturi CONSERVANCY

Pronatura Peninsula de Yucatan

Director Luis Gonzalez

Address 1-D No 254-A x 36 y 38, Col Campestre,
Menda, Yucatan, 97120 Mcxico

Tel (52-99) 26-0970

Fax (52-99) 26-8423 (Ask for tone )

Pronatura

Director Ing Hans Hernnmann

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 la 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, Republica 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 (595-21) 440-239 (Ask for tone )



RESOURCES FOR Stctss 1993

Peru

Centro de Datos para la Conservacion del Peiu
Director Manuel A Rios

Address Univeisidad Nacional Agrana La Molna,
Departamento de Manejo Forestal,

Apartado 456, Lima, Peru

Tel (51-14) 37-1143 Fax (51-14) 42-7853

Fundacion Peruana para la

Conservacion de la Nacuraleza (FPCN)
Director Gustavo Suarez 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 Ambiental
Director Manual Pular Vidal

Addiess Plazuela Arrospide No 9, San Isidro,
Lima -27, Pciu

Tel (5114) 224-003 400-549 Fax 424-365

Puerto Rico
Conscrvation 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, Aiea de Plamficacién

Coordmator Peter Ortiz

Address Depart+mento de Recursos Naturales
de Puerto Rico, Apartado Aereo 5887,

Pucrta de Tiena, Paerto Rico 00906

Tel (809) 722-1726 Fax (809) 724-0365

Venezuela

Institute Nacional de Parques (INPARQUES)
Dwision Duector Mariapia Bevilacqua B
Address Mmisterio del Ambiente y Recursos
Naturales Renovables, Apartado Postal /8471,
Caracas 1070-A, Venezuela

Tel (58-2) 285-4360, 285-4106

Fax (58-2) 285-3070 #
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LATIN AMERICA AND CARIBBEAN STAFF LIST  Aucust 1993

Vice President, Executive Director  Geoffrey S Barnard
Admirstrs 1ve Assistant - Raquel Ramirez

Regional Program Directos
Adnunistrative Assistants

Senvor Project Manager

Country Program Directors

Administrative Assistants

US VT - Carol Mayes
Jamaica - Gina Green
Belize Guia Green
Domunican Republic -

BrAziL REGION

Bsll Possiel
Nanette Rutsch

Program Development -
Jeape Pery

Project Coordinator -
Angela Bernardes

ANDEAN REGION/
SOUTHERN CONE

Crreg Miller
Jeannette Luttle

Denms McCaffrey

Argentina - Alan Randall
Bolvia Dan Quinn
Colombta - Cristina Kirkbnde
Paraguay - Alan Randall

Peru Dan Quinn

Venezuela - Cnistina kirkbnde
Ecuardor - Greg Miller

Jennfer Moog
Susan Runera

MFrxi1Co/CENTRAL
AMERICA REGION

Brian Houseal

Mexico

Susan Anderson o« Quiroz
Costa Rica - Rundy Curtis
Guatemala Kathy Moscr
Hondures - kathy Moser
Nicaragua Kathy Mo r
Parama Bnan Houseal

Patncia Garffer
Victona Diggins

Cande Barfuss

Conservation Science
and Stewardship
Dirc.tor - Kent Redford
P~rks in Penl Program
Manager - Monica Ostna
Administrative Assistant -

Chnstine Campbell
Director of Conservation Science -
Protected Area Specialists John Tsch rhy Claudio Padua Len West Laune Hunter
Kathlecn Sullivan Hugo Amal Jenmifer Shopland
Training Director - Paquita Bath
Administrative Assistant -
Ximena Hernandez Cata Monwue Zegarra Alex Huz-Sanchez Richard Devin.
Debt Swaps/
Country Trust Fund, Dominican Repubhc -
Director - Randy Curtis Dowungo Marte Randy Curtis
In Country Advisors USV1 Carol Mays In Ecuador - Juan Black In Guaternala - Scott Wilher

In Peru  Eduardo Durand In Nicaragua - Tony S cks

In Bolivia - Hugo Salas

Development/Resources

Director - Dave Younkman
Administrative Assistant -

Shelly Harnington
Commiunications - Cinthyz Pandy
Senior Development Officer -
Beth Chung

Grants Coordinator - Enn Castellt
Tr p Programs Manager

Ma 1c Uehhing

Adimirustrative Assistant

Shetne Secunda

Adopt an Acre Coordinator -
Fenaett Marshall

Membership Coordinator

Katy Wood

Regional Fundraising Coordinators | Emily Ross Suzanne Alot Anne McEnany

Finance and Admirustration
Director - Alma Lopez

Office Manager - Becky Estrada
AID Grants Coordinator -
feorge Cavanagh
Administrative Assistant -
Nancy Heck

Receptionist - Virgima Lloyde

Regional Fin nctal Administrators | Carla Tufano Martha Marsh Minam Ostna
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LATIN AMERICA
SC'ENCE PROGRAM

Director - Bruce Stein

Director of Program Development - Doug Baker
Geographic Informanon Systems Manager  Roger Suyre
Chuef Zoologyst - Roberto Roca

Chief Botamst - Shirley Keel

Fellow Botamst  Susan Iremonger

Botany Assistant - Kevin Blythe

Consenation Syctemis Manager  Luts Corrales
Assistant Ecologist - Aadrea Cristofan
Administratve Assistant - Clarre Teweira
Administrative Secretary - Martha Martinez
Data Manager  Ellen Awiathowskt

THE NATURE CONSERVANCY 1-9

1 0

-



RESOURCES
FOR SUCCESS

Chapter 11

Measures of NGO Success

Whitten by
Paquita Bath, The Nature Consenancy

Contnibutors

Brad Northrup, Richard Devine  Lennis Workolf and
Alex Huz-Sanchez, The Naure Consernvaney
Leshe Simmons, Fundacion Neotropica Costa Rica

N}zﬁfeﬁ

Conservancy.

LATIN AMPRICA
AND
CARIBBLAN PROGRAM

N



RLSOURCES FOR Succrss 1993

Chapter 11

Measures of NGO Success

TABLE OF CONTENTS

Introduction

NGO Evaluation Tool
Institutioral Strength
Financial Resources

Linkages

Conclusion Ce e

THe NATURE CONSERVANCY H-l\p



RESOURCES FOR SUCCESs 1993

INTRODIUICTION

ndicators of nongovernmental organization (NGO)

strength and development include a wide range of

factors and an equally wide range of methode'ogies

There are Iibranes fall of ma.enals on Organizational
Development (OD) covering theoretical roots, conceptual
models and practical examples of OD digrosis This
chapter does not begin to cover the multifaceted 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
adminustrative systems, establish strategic plans and raise
ever greater amounts of operating costs The Nature
Conservancy’s Training Department has provided tramming
and technical assistance to help NGOs effechively make
these changes and hopes that this evaluation tool will be a
further contnibution

As the Conservancy’s tratning {or institutional devel-
opment continues to expand, we are increasingly mind-
ful that tramning and technical assistance must lead to
long-term effective behavioral and organizauonal
change We have all spent hours 1n classrooms while a
lecturer drones on about strategic planning, never to
apply the principles or look at the material again These
efforts are a waste of the trme and money of the sponsor-
ing organizatioa and of the participants All cons=rvation
NGOs are faced with numerous ume pressures, and time
spent atiending a conference, go'ng to class o1 even
reading this manual should be productive
When analyzing our own 1riternal capacity to take on

new programs, as well as when evaluating potential new
partner NGOs, the Conservancy considers cntical areas
ol institutional and financial strength Starting in 1993,
and continuing as part of the iaimng Department
mandate, the Conservancy and NGO staff collaborate to
review organizational strengths and weaknesses
Confidential results of this joint assessinent are b~ ng
used for targeting training and technical assistanc 2 at the
weakest pcints The subsequent year’s tevicw will indi-
cate whether the organization has strengthened these
areas, and thus shed some light on \ne leng-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 #
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NGO EvaLuaTioN ToolL

his chapter provides key questions and critena
that are important for measuring the institu-
tional effectiveness of NGus The evaluation
tool does not take into account technical skalls
and program capacity for carryng out conservation field
activities Skills needed 1n these areas are covered in
other Conservancy publications such as Evaluacion
Ecologica Rapida and Taller Sobre Manejo de Areas
Protegidas en Sur Amenca, Quito y Antisana This chapter
and this manual focus solely on nstitutional and finan-
cial 1ssues
Within Tt > Nature Conservancy, state chapters and
programs are periodically evaluated on their ability to
carry out their nussion and effectively conserve biodiver-
si.y To do this n 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 instuitutional development and funding critena
that contribute to the long term success of Laun
American and Caribbean NGOs
The evaluation, 1 addition to determining traming
needs for NGOs, also sets standards to aspire to As
organizations become ever more effective in their con-
servation work 1t 1s importart to recognize areas of
impiovement for the future Standing still 1s deadly for
staff motivauon and mstiutional growth If you're not
moving forward, you are probably shpping backward,
etther in terms of losing your competiuve edge or having
complacency and bureaucracy replace effective and
tirnely programs
This evaluation tool 1s divided into three major
sections

1. Insutanonal Strength
2 Fmanaal Resources
3 Linkages

Each section includes a number of performance areas
For example, the Institutional Strengih section includes
critical zerformance areas such as Mission Statements,
Strategic Plans and Board of Directors composition Each
of these performance areas has a descniptive sentence of
the 1deal 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
A positive cycle 1s under way wherein solid groundwork
1s leading to increasingly better performance

7
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Adequate: Performance 1s generally good 1n this area,
but there 1s significant room for improvement

Weak: Performance 1s clearly lacking and contnbutes to
a negative cycle wherein the NGO 1s stymied 1n 1ts effec-
tiveness

There are two other sections included for each perfor-
mance area

Objective cniteria Following the descriptive sentences
are a number of objective cniteria The most difficult
aspect of undertaking an evaluation of this sort 1s the
potential subjectivity of the descriptive sentences when
applied to a real-lfe situation Therefore a short st of
objective criteria that can be useful for determining actu-
al presence/absence or level of a performance 1s includ-
ed This 1s not a comprehensive list and you should add
additional criteria as needed

Notes These notes indicate where n this manual addi-
tional information and 1deas for improvement can be
found in addnion, notes about the performance area
itself are added

Use this tool to undertake an organizational self-assess-
ment, talk with your staff about their perceptions of
certain areas and pinpoint areas of specific training
needs It 1s also useful to refer to other chapters 1n this
manual that might help you think through steps for
improving the institutional capacity of your conservation
organization #

INSTITUTIONAL STRENGTH
CLEAR MISSION

Ideal" The NGO has a clear mission statement (that
highlights the conservation of biodwversity) and 1t can
be articulated by 1ts staff and board

Adequate The NGO% mussion statement 1s clear,
but effective aruiculation 1s iriegular or limited to a
few people

Weak: The NGO’ mission 1s unclear as reflected 1n
diverse types of projects and proposals

Objective critena-

« 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 mussion articulated 1in published matenals
concerning the NGO?

Notes See Chapter 111, “Operational and Strategic
Planning ™

EFFECTIVE AND SUPPORTIVE BOARD

Ideal: There 1s a volunteer board weighted toward rec-
ognized leaders who provide hands-on policy direction
for pohtical action, stewardship, planning and program
areas, and contribuie and sohcit sigmficant funds An
active strong board chair 1s in place

Adequate: The board contributes some funds, assists
the program through access to key people and does not
act as a drag to the NGO A cooperative board chairper-
son 1s 1n place, but not one positioned 10 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?% stalf

Objective critena.

« Does the NGO huvt an established board of directors
with bylaws?

+ Are committees (finance, oversight, 2tc ) established
and meeting on a regular basis?

» Is every 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 Enghsh and Sparish for
well-functioning boards Additional information about
the NCNB matenals 1s 1n the back of Chapter IV, “How
to Better Manage Your 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 critena-
. Does the NGO have a statement of values and/or
code of ethics?

Thit NAturt Constrvaney I1-3 “()
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+ Is every staff and board member provided a copy
of the statement of values and/or code of ethics?

Notes: This performance area 1s not directly addressed
in this manual as 1t 1s very difficult to measure objective-
ly, particularly i cross-cultural situations We include 1t
here as a reminder that ethical behavior 1s essenuial 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 1s out of date or in progtess
Annual plan 1s available and has realisuic goals Planning
1s 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 Cnitena:

« 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 recognized 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 1s con-
sidered part of the job

Adequate- There 1s modest human resource manage-
ment, teamwork and cornmunication Some coaching,
counseling and training 1s provided, but 1s not necessari-
ly integrated nto perfermance evaluations

Weak Human resource management is poor with httle
or no coaching, counseling or training  Thiere 1s minimal
employee development and recogmtion and poor com-
munications
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Objective :ritena-

» Are there job descriptions 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 perfermance appraisal
procedure?

- Do employees participate 1n setting annual perfor-
mance objectives?

+ Is personal piofessional development included
in employec objectives?

- Do new staff members receive orientation matenals
with policies, procedures, mission and values?

- Do managers conduct staff meetings on a regular basis?

- Are there guidelhnes for contracung consultants?

Notes Chapter 1V, “How to Betier Manage Your
Organization’s Human Resources,” covers these 1ssues

depth
LEADFRSHIP FOR SUCCESS

Ideal’ Leaders acuvely delegate responsibility and develop
employees, maintain critical staff for the long-term and
infuse a sense of mission and professional carcer develop-
ment in the staif The NGO could sustain momentum
even with the lnss of the director and board chair

Adequate Leaders delegate tasks and networking oppor-
tunities to key aides and could regain momentum rela-
tuvely 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 effes
tive secondary leadership has been developed Loss of
either the director or board chair could seriously impair
the momentum of the NGO

Objective cntena:

» 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 15 a change i leadeiship The Zenger-Millcr tramn-
ing 1s helplul for encouraging new forms of leadership
and communication that help to develop strong staff
capacity throughout che organization See Chapter 1V,
“How to Better Manage Your Organization’s Human
Resources "
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EVALUATION

Ideal Internal and eaternal project evaluations are con-
ducted regularly to assess progress and effectiveness at
all levels Plans and tasks are revised to incoiporate
results of evaiuation

Adequate* Evaluation tools are used for major program
arcas, but more could be done to bring in external eval-
uation and to respond to evaluation recommendations

Weak Evaluation raechamsms are not regularly used n
the NGO

Objective critena

Are benchmarks of success included as part of
project designs?

Arc evaluation procedures included as part of
project designs®

Is the evaluauon done by parties independent
ot the NGO

Notes Evaluation tools are covered 1o some extent 1n
Chapter H1, *Operational and Strategic Planning ™

SYSTEMS AND PROCEDURES

Ideal Excellent systems and procedures are in place for
follow ing stitunional regulations and maintaining
records and reports

Adequate Administrative controls are in place although
there 15 no systematic office procedure

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

Objeciive critenia

- Are systems and procedures established for keeping
clear personnel and program files and reports?

« Are the reports up o date?

Notes: Fuwancial systems and procedures are covered in
Chapter XII, “How 1o Manage Your Organization’s
Finances, " and personnel systems in Chapter IV, “How
to Better Manage Your Organization’s Human

Resources ™

WORKFORCE DIVERSITY

Ideal The NGO5 board and staff members retlect sensi-
uvity to the gender and racial makeup of the country
The senior and program staff includes strong representa-
ton from woien and 1s racially diverse

Adequate. The NGO 1s sensitive to gender and racial
makeup of the country and 1s recruiting and promoting
women and minority staff

Weak: The NGO has shown hittle interest in actively
searching for a broader representation of women and
racially diverse staff in 1ts progiam and senior ranks

Objective criteria

« Does the senior and program staff and board include
tepresentation from women and mmorities?

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

Notes' Raising this 1ssue, perceived to be stnctly aU S
legal problem n many circles, has brought us under some
cnuicism from Latin American colleagues Nonetheless, as
the Conservancy improves its diversity mix and provides
diversity training programs to all staff, we are increasingly
aware of the imporuance of this 1ssue. We have not yet
included a section in the marval, nor have any partners
requested diversity cramming Nonetheless, we do beheve
that NGOs must be constantly on the alert to hire and
promote people with the best shills available, a need that
cannot be filled if diversity 15 not fully embraced

These mine areas for analyzing institutional strength, winle
clearly imited, touch on some of the most frequently
cited problems with NGO development Lack of clanty
over the nussion, poor planning, mactive boards and poor
communications and adminis:rauve procedures are often
faal flaws for any organization, paru.ularly NGOs that
lack a solid funding base The next scction covers finan-
cial resources and the NGO’ capacity to susain perpetual
funding resources #

FINANCIAL RESOURCES
RAISING FUNDS TO COVER OPERATIONAL COSTS
Ideal Fundraising from diverse sources covers the oper-

aung 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 1s not fully covered and/or
1s dependent on one source of funding The NGOs effec
uveness 1s undermined by funding crises

Objective critera

- Does the NGO have difficultv covering short-term
operauing costs?

« Does the NGO have a one-year, two-year and/or
five-year strategy for funding operating costs?

- What percentage of NGO funding comes from
private sourcas?

- How many funding sources does the NGO maintain?

- What percentage of operational funding 1s kept in
reserve?

Notes As part of financial self-sufficiency, 1deas for
fundraising are included in Chapters V - XI Concentrate
on the 1deas for raising unrestricted funds to cover oper-
ating costs as a critical 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 fer current objectives
as stated in the management plan

Adequate. Funding has been raised for short-term pro-
Jects to achieve management goals, and plans are estab-
lished to attain medium-term secunty

Weak Project related funding 1s lacking and there 1s an
mability to meet management goals

Objective critena

- Are management plans in place for all major projects?
Are long-term funding st.ategies included?

» Is there a strategy for selecting appropr:ate
donor+/funding sources for specific projects?

» Describe your donor base for project funding Are
you deper.dent on one particular source of funds?

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

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

Adequate- Local self-sufficiency ventures have been 1ni-
uated and are increasing to provide more than 25% of
operating budget and at least $50,000 for capual or pro-
jects

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

Objeciive criteria

+ What percentage of your operations costs 1s
raised locally?

- What percentage of project costs 1s raised locally?

- Do vou 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, 1t 1s worth noung that tap-
ping mto national donors for projects also increases envi-
ronmental awaieness and support {or 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 1s establishing trust funds, debt-for-
nature swaps and/or Global Enviionmental Facility
funds to ensure long-term protection possibilities

Adequate. There 15 an effort 10 conceive and mediate
trust funds, debt-for-nature swaps and othei long-term
financing arrangements

Weak Tt.ere 1s no involvement in national level discus-
stons about long-term environmental financial mecha-
nisms

Objective critena:

- Has your organization established a long-term
funding strategy?

« Is your orgamzation 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 1s covered by these
mechanisms?
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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
and receivables and a clear understanding of the pro-
gram’ financial health There are established budget
processes and regular audits

Adequate Fiancial admimistrative controls are in place
without a systematic office procedure Improved budget-
ing processes and regular auduts are needed

Weak Finanaal reports are often incomplete and there
are no clear office procedures for handling payables and
receivables

Objective critena

» When was your last external audit?

« What type of accounting system 1s 1n place?
» Is your financial system computenized?

» Is a 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, “How to Manage Your Organizational
Finances ™

FINANCIAL REPORTING

ldeal The NGO compiles excellent and umely financial
reports for donors, the Conservancy, government and
other groups

Adequate Th2 NGO 1s usually umely and does an ade-
quate job of reporting

Weak: The NGO requires major prompting and stll
delivers madequate reports

Objective critena

» Were financial reports complete and submitied
on time?

» Did the reports have appropriate invoices and
tracking mechanisms?

Notes. Reporting (both narrative and financial) 1s cov-
ered in Chapter V, “Fundraising Strategy” More details
on financial reports are also included 1n Chapter XII,
“How to Manage Your Organizations Finances "

The long-term effecuveness 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 projects if you are to suc-
ceed However, even NGOs with sufficient funding can
get 1nto serous trouble 1If administrative, reporting and
auditing procedures are not well established

The last section 1s also of major importance to the
long-term effecti  =ess and reputation of an NGO The
NGO ability to we . well with a series of other organi-
zauions, conservation NGOs, government ministries,
mululateral banks and community gioups 1s an indica-
tion of 1ts sirengths and convictions Whle the ability to
“work well with others” 1s a relauvely subjective area, all
of us are aware of situations where our etfectiveness or
reputation have been compromised because we could
not esiablish sausfactory commrnications and agree-
ments with other orgamizations In the “Notes” section
below, the woiking hypothesis of the Conservancy 15
included 10 clanfy why these 1ssues are considered
important The Zenger-Miller skills mentioned in
Chapter IV “How to Better Manage Your Organization’s
Human Resources,” are also eatremely effective for use
in multi-organizational relationships #

LINKAGES

he Conservancy prides itself on being an orga-
mization whose success 1s 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 private 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 followirg critena as standards to
asptre to, not as mandatory rules for every organization

COOPERATION ON STEWARDSHIP
WITH GOVERNMENT BODIES

Ideal: Cooperative land protection and management
pregrams between the NGO and pubhic 2gencies 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- Tensions are fiequent between public agencies and
the NGO and lttle effective collaboration 1s taking place

Tie NATURE CONSERVANCGY H-7\Q)



RLSOURCES FOR SUCCEss 1693

Objective critena:

« Is there a curr 'nt 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 organizaticns?

Notes Productive relationships with other groups, par-
ticularly government minustries, are criucal to develop
In-country capacity and commitment to the protection
of natural areas

COOPERATION ON NEW
SITE PROTECTION WITH PUBLIC AGENCIES

Ideal There 1s cooperation with international, national
and iocal land management agencies to protect high-
quality sites—at least two high prionty sites have
recerved improved protection status with the NGO’
assistance

Adequate: Cooperation with pubic agencies 1s good and
the NGO 1s respected for knowledge about given sites
One high-prionty site has received increased govern-
ment support

Weak: The NGO 1s not collaborating with public agen-
cies 1n setting site priorities

Objective cri ena

« Is information provided to key government agencies
on important biodiversity sites?

+ Are policy positions available from and distnibuted
by the NGO?

+ Is theie a delegated person who mee.s regularly with
regional, national and international players?

(Notes. A workng assumption of the Conservancy 1s that
conservation NGOs can promote new areas of high bio-
dwversity for site protection through effective collabora-
tion with government land agencies

PUBLIC REI ATIONS

Ideal' The NGO’ accomplishments and mission are
known to the informed pubhc and key decision makers
It1s 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 dore httle to promote its activities
or conservation in general to key deciston makers and
the public

Objective critena:

« Are sohd promotional matenals developed
and distnbuted?

- Are regular updates, newsletters, news articles, etc ,
distnbuted to key decision makers 1o keep a high
profile?

« Are regular meetings ests hished and have key
decision makers been invited to the sites or other
activities?

Notes The working assumption 1s that to generate

support for concervation programs, strong public

relations skiils aie needed

NONGOVERNMENTAL 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 wvisibility and the success
of the environmental agenda

Adequate’ The NGO works with other international and
national NGOs and 1s 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 1s treated with mustrust and
suspicion by other members of the NGO community

Objective critenia

- Is the NGO a member of a coalition organization?

« Is the NGO seen as a team player, supportive of
the distinct 10les of other orgamizations?

Notes: A working assumption 1s 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 1s 1t working on passage of key
environmental provisions? However, all of these are
dependent on the projects and programs that any con-
servation NGO tackles Nonetheless, the 1ssue of being
able to work effectively with other groups 1is clearly
important for the future success of all NGOs and the
conservation movement #
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CONCLUSION

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 1n 4 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 stalf assess your
strengths and weaknesses, you can refer to subsequent
chapters for 1deas on how to improve given areas Good
luck m undertaking this type of ar alysis and we hope
that this information will provide msights, examples and
step-by-step guidelines to help you strengthen your
NGO to be ever more effective n carrying out conserva-
tion programs #
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INTRODUCTION

ongovernmental orgamizations (NGOs) are
under constant pressure to develop plans
fundraising plans, a..nual plans, straregic
pans and park management plans 1 1, not
surprising, therefore, that the mention of the word
“plan” can cause eyeballs to roll Nonetheless, a plan 1s
the only proven way to allow an NGO, or any other type
of orgamzation, to develop concrete and organized activ-
1ties A plan obliges an NGO to cevelop goals and objec-
tves that will help it face both current and future chal-
lenges
The Nature Conservancy has encouraged and assist-
ed partner organizations with the planning process by
offering techmical assistance, financial support, work-
shops and courses The Conservancy tself has also been
undergoing an extensive international strategic-planning
process since 1992
The contents of this chapter combine “common wis-
dom,” the Conservancys and 1ts partneis’ experence, as
well as academic writings, to provide an overview of this
subject The chapter’s objectives are 1o enable the reader to

1 Know and understand the theory behind plainning
2 Understand the fundamentals of planning as
used in the Program Planning Model (PPM)
3 Learn to apply the PPM to 1denufy the key
program ohjectives
4 Use this chapter as a guide for planning

This chapter provides tools and techniques that are use-
ful for both strategic and operational planning The
actual examples refer mainly to stiaiegic planning that
deals with the effecuveness of the whole organizauon,
including 1ts mission, competitive mche and success
over the long term Strategic planning defines future
directions by determining areas where the organization
has the greatest strengths and opportunities for success
“Strategic planning forces you to define a point of arrival
and a way to get to this pont, keeping in rund interven-
ing factors Strategy 15 the way to obtain what you are
seeking because 1t determines which resources yon need
to be successful’ (Ospina, 1992) “Strategic planning
leads to decisions which affect the future of the organiza-
tion This process helps clanfy the mission and objec
tives by revisiuing rhe progiams and acuvities of the
orgamzation” (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 monitoning pro-
gram 1s necessary to achieve 1ts mission, an operational
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 coilected? Is funding 11 place?
Operational plans focus on needed activities th~t move
an orgamzation smoothly from one project to another
within a relatively short tune fiame

Thie chapter 1s presented 1n four cections  the first
section offers a glossary to claify tetminology, the sec-
ond covers the theory behind planning, the neat pre-
sents the Program Planning Miodel (PPM), and the
fourth secrion refers to addional planning tools that are
particilarly useful 1n strategic planning #

GLOSSARY

requently, when the planming process 1s under
-': way, philosopinical debates erupt over the mean-

mg of words such as “mission,” “objective” and

“goal " False assumptions and vague definitions
often undermine otherwise-successful planning sessions

For this reason, a glossary 1s provided to clanify the way in
which the terms are used in this chapier We recommend

Mission The principal reason for the organization’s
enistence It 1s also a description ol an
ideal state that can (or cannot) be accom-
plished 1n s totality The final result that
the orgamzation works towards
A description of an ideal state in the eso-
lutiun »f a parucular problem Goals are
a set of objectives that 1s the end product
of a program
Objectives: The fmahity of a project Vanious objec-
tives contribute to the accomplishment of
the goals and mission of the organmization
The objecuive 15 measurable ard indicates
whep to terminate an activity or project
and mitiate another

Goals

A set of planned acuviues and projects
directed towards accomplishing the goals
and the mission of the organization

A set of acuvities geared toward the
attainment of objectives that contnbute
to the success of programs and goals
Actions taken to meet project objectives

Program:

Project.

Activities:

PPM:
Plan:

Program Planning Mode!

A set of decisions aimed at reaching a
desired future and serving as a gwid-= for
immediate deaisions 1t includes a full
dehnition of mission, goals, objer uves,
programs, costs and projects to be imple-
mented in a pre-determined time period
The means by which the crgamization
will undertake activiues, projects and
programs to attain its objectives, goals
and mussion

Strategy:
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that you develop or idenufy your own glossary to clanfy
terms before undertaking a major planning process

These rather circular definitions are 1n hierarchical
order to further clarify the way in which we are using
the terms #

THEORETICAL CONCEPTS OF PLANNING

efore beginning the planning process, 1t 1s
important to reflect on a few questions Even
though these questions appear obvious and sim-
ple, 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?
For whom or fu1 what are we implementing
programs?

WHy PLAN?

We have all developed a thousand reasons why not to
plan A survey of Conservancy staff yielded the most [re-
quent responses

Planning 1s not easy—there 1s no tried-and-true

format to follow

It takes too much ume, which I don't have

We have to do something now, not pl~= for the fuiure

It won't be useful 3 months from now, because

we can't predict the future

While we recognize that planning 1s difficult, at the same
time, the old Spanish saying “There 1s never a good
wind for a sailor who sets no course” 1s particularly
true for NGOs  If your organization 1s constantly
involved in crisis work, shows little accountability for
results over time or finds that staff are oveilapping or
wvorking at crosspuiposes, then the time has come to
start planning For conservation NGOs, the speed of
changes in the environmental field, the possible loss of
nstitutional 1dentity, the potenual arnva! of large
amounts of funding and future uncertainty because of
political changes are important reasons to undertake a
pleaning process

Planming 1s important for conservationists, 1t estab-
lishes the guidelines and alternatives needed to achieve
their goals and objectives (Garcia Kirkbnde, 1902,
Ripley, 1987, Miller, 1980) Equally important, good
planning allows managers (o recogmze wheie to avoid
investing limited resources, ime and energy As an addi-
tional incentive, solid plans are essential for successful
fundraising for conservation and research programs

Plans also serve to analyze both the successes and
failures of a program and to gu:de decisions Planning
allows you to choose from amcng different alternauves
by determining which offers th: best chance for success,
given budget, personnel, time zna structural limutations
(Ripley, 1987)

WHEN SHOULD WE PLAN?

“A good plan today 1s better than a perfect plan
tomorrow”

In conservation there are many vzniables and situa-
tions that affect the orgamzation, so there 1s a need to
nlan continuously Theoretically, an optimal moment to
plan does exist (Miller, 1980), and that 1s deternuned
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 mformation available to do a thor-
ough analysis of the organization’ strengths and
weaknesses?
Are key new personnel being brought on board in
your organization that can provide new vision and
skills for alternauve programs?

Examples of external factors
Has another organizar.on established projects similar
to yours that force you to establish a clearer compeu-
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 1t 1s a
good time to unc>rtake a strategic planning process or
better to wait a bt Obviously, putung off the planning
process “until all conditions are right” will mean your
boat will continue to blow n the wind and your ability
to protect biodiversity will be hmited

WHO SHOULD DO THE PLANNING?

Staffers directly involved in implementing a given pro-
gram should be included n operatiotial planning
However, a much larger number of an orgamization’s staff
and board should participate in the strategic-planming
process First, 1t 1s extremely important that the execu-
tuve director and the president of the board of directors
understand and agree to the sirategic-planning process
Others who should be included are board members,
administrauive advisors, program managers, other key
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staff, donors and possibly consultants Remember that
planning 1s a mult:disciplinary process that should be
collaborative and participatory Even though the direc-
tors make the final decisions, a muludisciplinary focus 1s
essential so that all points of view are considered and the
best decisions are made (MacFarlana y Morales, 1981,
Miller, 1980)

Brainstorming to identify-stzke holders early in the
process can be helpfui to ensure that key perspecuves
are represented in the strategic-planning process You
should consider the parucipation of politicians, scien-
tists, professionals, private citizens and others who
mught be affected by the program It 1s 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 organizauion, you s.ould
try to incorporate all levels of management 1n the plan-
ning process and keep all personnel informed about the
process and 1ts goals (Miller, 1980)

FOrR WHOM OR FOR WHAT
ARE WE IMPLEMENTING PROGRAMS?

Is important to clearly idenufy the goal and beneliciaries
of the plan Is your goal to protect biodiversity, meaning
that flora and fauna are the major beneficiaries? Do you
define conservation as only protecting species of eco-
nomuc utility? Are you protecting the watershed that
supplies all the potable water to the capital city? You will
need to 1dentify your program’s possible users, beneficia-
nes or those otherwise affected by it To suminarize, an
organization should be clear about the potential impact
of 1ts programs (positive and negative) on distinct popu-
lation groups, and, to the extent possib's, set up mecha-
nisms to have those groups included 1n the planning
process

THE RESULTS OF PLANNING

Planning 1s a continuous process of searching for alter-

natives that help you decide which actions you should

take (Ripley, 1987) Clearly, planming provides guidance

for an organization to stay focused on 1ts objectives

Planning allows an NGO to

- take advantage of opportunities to fulfill its objecuves,

. correct weaknesses 1n the institution and 1ts programs,

- dechne opportunities that are peripheral or not
related to 1ts goals,

. market itself by being clear about 1ts mission,
strategies and objectives,

- undertale new programs and projects with the {ull
support of staff, board and others who have participat-
ed n setting the direction of the organmization #
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PROGRAM PLANNING MODEL

model 1s a simphfied representation or

abstraction of some aspect of real ife It might

be a physical representation (a model air-

plane), urkan plans for = city or a diagram of a
prograin A model’s usefulness 15 based 1n 15 capacity to
simphfy situations, allowing us to think more clearly
about real-hfe relationships (Dye, 1984) The Program
Planning Model (PPM) facilitates participatory planning
and the clanfication of goals and objectives 1t 1s helpful
in developing pregrams with a high probabulity of suc-
cess that aie appropnate to the areas where they will be
implemented (Garcia Kirkbride, 1991)

An excellent application of the Program Planning
Model can be found in the ZOPP (Ziel Orie:itierte
Projekt Planung) booklets of the G1Z (Deutsche
Gesellschaft fur Technische Zusammenarbeit) We highly
recommend th it you contac. the GTZ cffice, the German
Embassy or write the following address to obtain their
books

GTZ

Dag-Hanimarskjold-Weg 1-2, Postfach 5180

D-6236 Eschborn 1 ber Frankfurt am Main, Germany

Telephone (069196) 79-0, Telex 407501-0 gtz d

An mnual version of the PPM was presented “y Delbecq
and Van de Ven (1971) as a group process method for
problem 1dentification and program planning It was
subsequently modified to 1ts current form (Van de Ven
and Koening, 1976) The PPM was chosen for this man-
ual because 1t has a logical structure that 1s easily adapt-
ed to different situations (see Chart 1)

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

PREREQUISITES FOR PLANNING AND EVALUATION

Prepare an agenda detailing the reasons for the planning ses-
sion and the desired results (both general and specific), and
distnibute 1t to those responsible for the planning process
(board, executive director) for review and approval This 1s
often called the “Plan to Plan ™ Be sure to have the full com-
mutment of this group te carry out the planning brocess
Thus 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-
ucipants, an explanation of the process and the desired
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PROGRAM PLANNING MODEL (PPM)

Prerequisites for
Planning and k1 tuation

—=

Pioblem Exploration

—

Y
Knowledge and Analysis
of the Problem

l v

Program Des\gn

N\

Program Impleiner auon

Evaluanon

products Finally, since some costs will be involved 1n 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
Distnbute your own glossary if necessary! The planning
process depends on clear communication and under-
standing

PROBLEM EXPLORATION

One of the most important steps 1n the planning process
1s identifying and defining the central or prionty prob-
lems Even though this appears simple, the central prob-
lem 15 often difficult to 1denufy Problem identification 1s
cntical for understanding and establishing clear program
objectives

For example, your organization may decide that it
wants to resolve or alleviate existing environmental
problems You will have to analyze their causes and
effects before fornnng the organization’s goals Pe aware
that clanfying causes and effects and stating a central
problem can sometimes be a diff:cult 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 estabhish agricultural plots in the
dry season, which, when out of control, burn national
park land
The first 1s a more inclusive statement of the problem
and provides substantiai flexibility for how to respond o
this cnsis The second alternative 1s 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

Turning the central problem 1nto a positive statemeat
then becomes the bas:s for the organization’s mission
and goals This statement essentially describes the piob-
lem as solved
Example

The orgamization 15 commutted to the preservation
of our national park system

Once the central problem 1s clearly stated, then brain-
storm to investigate the root causes of the problem Keep
asking why to get to ever deeper root causes

Causes
Agnicultural fires spread into protected national
forests, destroying the park

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

Further root causes
Government law declares that “cleared” land 1s the
property of the settler, so the more that a farmer can
burn off, the greater chance he/she has fo1 establishing
land tenure

This process can continue indefimtely to focus on the
root causes of environmental problems For both opera-
tional and strategic planning, 1t 1s useful to take the
causes of the cential problem and put them nto positive
statements (problems solved) to develop program goals
and project objectives

Exaraple
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 1nany approaches, such as the “Nominal
Group Technique,” questionnaires and interviews that
facilitate the 1d~nufication of problems and goals, we
recommend the use of the “Goal Tree” as a simple yet
effective tool

GOAL TREE

This techmque (also called Objective Tree) 1s used to
defie primary and secondary goals and problems as
well as analyze causes and resulis of problems We high-
ly recommend GTZ's ZOPP books to facilitate this
process This technique enables you to deterimine which
goals and problems your organization should pursue as
well as those that are better left to other organizations

THt NATURL CONSLRVANCY ’111-5{’(0
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Follow these steps

1 Make a list of problems (causes and results) and then
put them 1ntc positive language to establish goals to be
accomplished as part of your organization’s misston
Identify the organization’s goals before you analyze how
to attain them Let say that ten goals are 1denufied

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 Decide which goals are attainable and which should
be orgamizational prionties Cntena for ranking the
goals can include (ZOPP) cost/benefit analysis, avail-
abihty of resources, complementanty or competitive-
ness with other orgamizations Suppose that among
the ten goals there are four that take pnonty over the
others These are called the primary goals (PG) on
whose achievement the success of the organization
rests The other six are secondary goals (SG) The two
principal 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 deterrmne how each go  vill be achieved
and which stra. ‘gies will be adopted Some of the SG
can be pursued by otber organizauons

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

5 Review the goals to make sure they are well written
and clearly dzfined 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 planming process 1s 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 1s an mtial step for clar-
fying your goals 1f yvou are interested in more sophusticat-
ed processes, there are various computer software pack-
ages that help with project management and crucal
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 1dea of the data to input

UNDERSTANDING/ANALYSIS OF THE PROBLEM

This phase includes an analysis of the problem that 1s
deeper, rnore systematic and more technical In many
situations, 1t 1s necessary to 1dentify experts and scien-
tists inside and outside of the organization who are con-
sidered knowledgeable 1n the areas defined as prumary
goals These specialists are often the ones who will be
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responsible for implementing the program, so 1t 1s essen-
tial that they contrbute to the program’s design

Review existing literature, bibliographies and refer-
ences that discuss the problem Where did the problem
or.ginate? What 1s its magnitude? What references are
available? Are there similar projects that have tackled
similar problems? Try to compile and analyze past expe-
riences, 1dentify the present level of knowledge and pos-
sible solutions or program alternatives This and the pre-
vious step are very closely related, so that once you have
identified and invest:gated the problem, you need to
determine whether the goals have been appropnately
identified or not

It 1s 1important to note that this step 1s not about
strategies, but about the formulation and 1dentification
of goals A strategy 1s a way to achieve your goal, since 1t
dictates which resources and activities will be needed
Miller (1980) mentions that many protected-area an-
agers are more worred 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 prucess that (a) facilitates the definition
of the problem, (b) emphasizes those aspects of the
problem that are of highest priorty, (c) provides a means
for many people to contribute their 1deas, (d) increases
the legiimacy of subsequent proposals and (e) creates
an atmosphere favorable to posiuve responses from the
administrators and beneficianes 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 1t will take to implement each program
Analyze alternative programs and define the acuon plan
that establishes how, when, where and why the work
will be done 1t s imperative to examine a number of
potential alternatives for attamning your goals Each alte:-
native en‘ails different levels of expenditure and income
Some options are far more costly than others, some
involve more sk of fallure than others, some have fewer
programmatic dilficulties, while others have simlar
costs but very different fundraising potential One of the
most useful teclimques to use n choosing appropriate
programs 1s a cost-benefit analysis (Delp, et al 1977)
Once a program 1s designed, negotiations and
adjustments are made, and the evaluation of the plan
begins The final product 1s a proposal for an “action
plan” that hists each component of the program, the
activities, expenses, steps to follow and the time needed
to complete 1t A

V
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EVALUATION OF THE PLAN

This phase completes the PPM cycle before program
implementation begins The cntical question 1s Shenld
we undertake this project? To imtiate this phase, 1° 15
helpful to talk to people who have participated in the
previous planning phases to review the planning process
and ensure that critical 1deas have been included
Evaluation of the plan should include (1) evaluaton of
the objectives, (2) evaluation of selection criteria and
(3) evaluation of the design Evaluation allows you to
improve programs before they are implemented It 1s
also helpful to ask the following questions

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

programs like 1t?

Finally, you should also idenufy the critena on which
the program will be evaluated once implemented Once
the program has been approved and implemented, peri-
odic evaluation 1s needed tv answer the question Are
you sausfactorily accomplishing this program? See the
evaluation section in this chapter under “Additional
Planning Tools” for more guidelines on establishing
monitoring and evaluation criteria Evaluation allows an
organization to periodically revise its programs and
renew 1tself

PROGRAM IMPLEMENTATION

Once the steps presented 1n the model have been taken,
then the prograr1 or project 1s ready to be presented to a
donor With a good plan, the probability of funding 1s
fairly high When funding 1s available, project imple-
mentation begins Some programs should be implement-
ed as pilot projects or initiated on a small scale to deter-
mine problems and difficulties before scaling up Even
with the best plans, crises, unexpected events aud break-
downs will anse, but with a goed plan, you can stay
focused on the program’s goal as you solve these prob-
lems #

ADDITIONAL ToOOLS
FOR STRATEGIC PLANNING

he following tools are most often used for

strategic planning, but can be usefully adapted

for other purposes The strategic management

process encompasses three consecutive compo-
nents (1) clanfying mission and objectives, (2) deter-
mining your strategies and (3) evaluation

COMPONENTS OF
STRATEGIC PLANNING

#  Mission/Objectives &

Determining
Your Strategies

v R

Iuzernal Faclors External Factors
Strengths/ ’ Sclection of the Opportunities,
Weaknesses Appropnate Strategy 'Ph reats

Evaluation

CLARIFYING MISSION AND OBJECTIVES

The clear definition of the orgamizatio.ys mission, goals
and objectives 1s the first step of strate 3ic planning The
defintions are then used as critena for selecting strate-
gies, programs and evaluation tools The missior. 1s the
end result the organization 1s seeking We recommend
the Goal Tree technique as a useful tool to help cianfy
your mis,ion Examples of mission statements used by
various successful conservation organizations in Latin
America are included below

Once the mussion 1s clear, programs can be defined to
integrate the goals, objectives and strategies to accom-
plish the mission When choosing program areas, a
number of factors come nzo play (McMillan 1983)

-

EFFECTIVE MISSION STATEMENTS

“The conservation of diversity and biological
wealth of Guatemala ”
—Defensores de la Naturaleza

“The Foundation, inspired by Peru’s extraordinary nchness
and biological diversity and conscious of the dangers that
threaten 1ts survival, has as its misston to act professtonally
and responsibly within Peruvian society, fulfilling the tasks
necessary n order to preserve the renewable natural
resources for the benefit of present and future generations
—Fundacion Peruana para l. Conservacion

de la Naturaleza

“Our mussion 1s to provide an integrated approach to the man-
agement of the natural and man-made environment by direct
action and working with citizens, businesses and government”
—Jamaica Conservation and Development Trust

“Protect and preserve biodiversity in Bolivia "
—TFundacion Amigos de la Naturaleza, Bolwia

J
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Cnitena for internal attractiveness
Is the program congruent with the mussion of the
orgamzation?

. Does the program draw on skills existing 1n 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 cniteria you

should consider for prugram selection include

. Does the program have hign appeal to groups capable
of providing curren. and future financial support?

- Are measurable, reportable program results established?

. Do iocal people support or cppose 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 organizatiors 15
mentioned

“Promote the establishment of protected aveas, therr
admimistration and adequate management ”
—Defensores de la Natu aleza, Guatemala

“The establishment of a system to adequately 1nanage
protected areas so that these can serve the purpose for
which they were created ”

—Fundacion Peruana para la Conservacién
de la Naturaleza

“Establish the Jamaica National Parks Trust to provide
continued financing of the operauons of a Park System
—Jamaica Conservation and Development Trust

“To establish a system of protected areas which represent the
country’s biodiversity, which 1s defined by land ordinances
and whosc operation 1s guaranteed for the long term”
—Fundaci6n Amigos de la Naturaleza, Bolivia

DETERMINING YOUR STRATEGIES

To determine effective strategies, a three-part analysis 1s
usually 1ecommended (1) analysis of the organization’s
internal capacity, (2) analysis of the external conditions
under which the organization must onerate and (3)
selection of an appropnate strategy This analysis 1s 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 with:n the organi-
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zation (Hill and Jones, 1992) Ask yourself Whai are
our major strengths and weakr.esses? 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 11, “Measures of NGO Suc.ess

Second, through the analysis of factors external to
the organization, opportunities as well as threats are
ident:fied These factors may be of an economuc, social,
cultural, demographic, environmental, judicial, techno-
logical or polhitical 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 1n other locations, should also
be performed Somne examples of the external varniables
to be considered are included here (Ospina, 1992)

These 1deas are most useful if sorted into program
categories (national park management, legislauve action,
etc ) and internal management categories (fundraising,
personnel management, board of directors, etc ) It 1s
then eacier to analyze the areas for growth and expan-
sion of your orgamzation

Finally, based on your “SWOT” analyss, select an
appropriate strategy After obtaining informaticn from
the aforementioned steps, make a synthesis of the orga-
nization’ strengths and weaknesses with the external
factors, opportunities and thieats A matnx can be filled
1n for each program and soon a senes of strategic alter-
natives can be generated Each can be evaluated 1n rela-

PLANNING WORKSHEET

SIS EERN AL Eacors T

»

What should

Analyze

Strengths What are the
major strengths we do to take
of our organi- advantage of
zatioa? these
strengths?
Weakmesses  What are our Analyze W hat should
major weak- we do to over-
nesses? come these
weaknesses?

ENTFRNAT LACTORS * ¢

Opportumties What are the Analyze What should
major opportti- we do to take
nities that may advantage of
be available to these oppertu-
our organiza- nities?
tion?

Threats What are Analyze What should
the major we do to over-
threats our come these

threats?

organization
may face?

e ’}(\
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EXTERNAL VARIABLES THAT COULD
INFLUENCE THE ACHIEVEMENT OF
YOUR ORGANIZATION’S MISSION

EcoNomic:

. 1nflanon,

. hscal polcy,

- tax deductions for non-profit organizations

SOCIAL:
education,
. health,
. population,
. employment fo. women

PoriTICAL:
. political stability

CULTURAL.
. commumty pamc1pa[10n

JubiciaL:
national park legislation,
- land tenure laws,
- natural resource exploitation guidelines

SIMILAR INSTITUTIONS WORKING IN YOUR FIELD:
- How many are there?
Where are they located?
- Are thcy governmental or private?
- What do they do?
. What are their policies?
- What section of the market do they control?
. What 1s their capability of expansion?
- Where does their funding come from?

tion 1o 1ts capacity to best meet your mission and goals
(McMillan, 1983)

After the matrix 1s completed, 1denufy which programs
best fit the profile

- High Internat Program Attractiveness,

. Strong Competitive Position,

- Low Alternative Coverage

This area (# 2 1n chart above) 1s logically an area of high
potential growth as opposed to a program 1dentified as
having Low Internal Attractiveness, Weak Competitive
Position and High Alternative Coverage, which should
probably be divested quickly (#7) Thus analysis also
helps define opportunities for new programs-—areas that
no other group 1s addressing effectively and where you
mught want to build organizational strength (#4) as there

STRATEGIC MATRIX
FOR SELECTING PROGRAMS

Pgour .\‘\l_.\j:i‘.l,k, Vo LIVENT SN
High

Low

Altemnative Coverage Alternative Coverage

High Low High Low
§ |[strong 1 2 5 6
8
A
z
)
§ Weak 3 4 7 8

1s a high tic-in to the mission The decision-making
group will have to analyz¢ each potential program and
decide whether the strategy will be to aggressively pur-
sue growth, divest quickiy, work n collaboration with
another group, build strength 1n a new area or stay the
course (McMillan, 1983) While 1t 1s difficult and often
embarrassing to close down a program, 1if your analysis
indicates 1t 1s needed, you should probably move aggres-
sively to do so to hmut the drain and diffusion of finan-
aal and staff resouices

Programs 1dentified by the strategic plan should
clearly
1 Tie in directly with your mission,
2 Build on the skills and resources of the organization,
3 Ment a major investment of ime and resources,
4 Be in program areas where your organization 1s

competitive with or better than other groups

For each program 1dentify goals and objectives that can
be assessed within a certain period of ime Each pro-
gram will also require a budget showing the resources
needed to achieve what has been planned Objectives
and goals should be reviewed at least every three years
to ensure that your ship 1s still on course

Finally, the structure of the organization should be
developed in response to the strategy The organizational
structure may need to be adjusted .f new programs and
objectives are established

Tur NATURE CONSERVANCY 111-90 D
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EVALUATION

As with evaluation for all types of planning, the two fun-
damental questions are

1 Should we carry out this program?

2 How well are we carrying out the program?

Before approving a program, revisit the matrix to ensure
that the progiam 1s attractive to the organization (fits the
mssion, uses skills and resources well and 1s likely to
produce concrete results), that you are in a strong com-
peutive position (e g the mstitution has a strong tack
record, good fundraising ability, match of technical and
organizational skills) and that you are compenuvely
placed with regard to other msututions working i the
same general area
Oace you are clear that the program 1s a good 1dca

and the evaluation of the plan 1s completed, ensure that
evaluation criteria for implementation are established

Does every objective have specific measurable results?

Is 1t clearly stated who 15 responsible for what n

your list of objectives?

Are the objectives realistic (plausible) and maepen-

dent from one anothei so they can be analyzed

separately? (GTZ)

Is there a clear link between the objective and

resolution of the problem 1denufied?

Do the costs correspond to the budget?

What information will you need to collect as the

project progresses to measure accomplhishments?

Once the program 1s 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 benichmarks for achieving the program’s
objectives When a long-term project 1s imtiated, evalua-
tion midpoints are determined to measure progress,
make necessary changes or corrections o, perhaps,
adapt objectives In general, 1if the new program 1s exper-
imental or very nsky, it 1s necessary to know 1f the mtial
expectations are effective before making a major mvest-
ment #
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CONCLUSION

lanning 1s necessary for all NGOs It 1s essential
1n order to establish effecuve programs and
obtain the goals and mission established by the
organization It must be emphasized that most
program failures are caused by faulty planning Strategic
planming 1s particularly important becanse 1t prepares us
to make good decisions in ever-changing surroundings
Even the best strategic plan canno' be successtul
without strategic implementation To develop these
capacities, experience 1s required as well as the skills and
tools mentioned in subsequent chapters such as
fundiaising, personnel policies and finanaial systems
A good plan 1s without doubt the best means to obtain
funding, but you sull have to know how Lo promote 1t
and how to establish and maintain hz ‘monious relation-
ships with donors As you explore th: rest of the manu-
al, remernber, there 1s no better way to begin your pro-
gram and set your NGO on a successful course of action
than through planning #
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INTRODUCTION

n organization 1s most effective when the staff
15 highly motivated, teams are working
together and communication 1s open and
productive Frequently, however, as conserva-
tion NGOs grow 1n 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
mherent in maintaining clear communication as staff
size increases At the same time, the most important
resources an organization has are 1ts human resources—
all of the people, paid and voluntecr, who carry out the
organization’s mission, objectives and tasks
The key to managing others 1s clear communication
One of the major theories about ciganizational develop-
ment 1s based on a series of questions put to business
leaders Their answers indicated that, ume after ime, a
lack of clear communication was the major barrier to
organizational effectiveness Planning came 1n a close
second Communication, while critical in every busi-
ness, 1s paramount i the nonprofit sector for maintain-
ing staff morale and ensuiing maximum effectiveness
The Training Department has increasingly been
asked to provide guidance on how to resolve communi-
cation difficulties and aevelop improved management
tools In response, n 1992 we began training partners
with the Zenger-Miller Fronthne Leadership Program,
described 1n detail at the end of this chapter In addition,
we have offered occasional courses on personnel mat-
ters, including an important contnbution from Enrique
Amanlla of Fundacion Moises Berton during
Conservauon Traiming Week 1n 1993 For this chapter,
this previous experience 1s called upon as are the hvman
resource development tools of The Nature Censervancy
As the Conservancy has grown from a less than 30 to
more than 1500 full-ume employees (and many more
volunteers), our Human Resource Division has been
charged with developing appropriate personncl policies
This chapter focuses on the Conservancy’s experience
with these management tools We hopc that future edi-
tons 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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Therc are many management tools that encourage
clear communication in the wotkplace This chapter will
focus on
+ Personnel Policies and Procedures,

« Job Descriptions;

+ Employee Objectives,

- Employee Performance Appraisals, and

+ Zenger-Miller Fronthine Leadership Tramning,

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

PERSONNEL POLICIES AND PROCEDURES

ne management tool that promotes clear

communication 1s a system of clearly articu-

lated personnel policies and procedures that

govern the hirng, 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 effectuive,

+ Set boundanes and hnuts on the institution’s and
the employee’s conduict and behavior,

- Supulate positive and negative consequences
of behavior,

+ Provide a framework for interaction, and

- Comply with laws and government regulations

Adherence to standard personnel policies and practices
1s essential to effective managenal 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 orgamization establish a set of personnel policies

A SAMPLE OF THE NATURE
CONSERVANCY’S POLICIES"

+ Code of Ethics,

» Ecual Employment Opportunity/ Affirmauve Action,
+ Gnevance Policy,

+ Drug-Free Workplace Policy,

« Policy on Seaual Harassment,

+ Smoking Policy,

« Travel Poliies and Procedures, and

« Compensation and Benefits Policies
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Each of these and other policies are available in writing
and are distributed to all employces As new staff are
hired they are given an Employee Notebook that includes
all of the policies and are encouraged to read ther 1 and
ask questions about them duimg onentation In this way,
all new employees arc immediately informed about cur-
rent policies anc not only have written materials but have
contact people who can clanfy any questions

Policies ate useful wherever potentally controversial
1ssues may cvolve Partner organizations, such as
Defensores de la Naturaleza in Guatemala, have devel-
oped policies governing vehicle use, and policies that
spell out per diem rates and reimbursement for expenses
while m the field These are areas that can create jeal-
oustes and confhcts, therefore, a clear set of policies 1s
essential In addinon, ke the Nature Conservancy,
Defensotes has developed a code of ethics that states
exphicntly that employees are not only eapected to obey
the law m all cicumstances, but that manimum integrity
and honesty are requured  Its pohiey duectly states
“We will not toleratc an emplovee who obta. » 1esults by
violating laws o1 unscrupulous benavior ™
Policies communicate the values of the orgamzation and
state exactly what 1s expected from employees and
managers #

JOB DESCRIPTIONS

A second management tool to clanfy specific responsi-
bilities 1s a job description

EVERY CONSERVANCY
JOB DESCRIPTION SHOULD

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

2 Provide specific informaton for job « valuation

3 Describe the nature of the work and the way the job
fits into the organization

4 Act as a reciutment and sclection tool

5 Support Equal Opportunity Employraent and
Alfirmative Action

An important charactenistic of written job descriptions 1s
objecuivity The goal 1s to describe a position, what 1s
done and how Comments of a personal nature, o1 those
that are descriptive of personality traus, are niclevant
The wriuing style must be lucid and as bricf as possible
Acuion verbs should be used and prograin jargon avoid-
ed The format must follow a presciibed standard for
uniformity among similar positions to be directly rele-
vant to the job evaluation plan and applicable to the per-
formance appraisal system

In the United States, job descriptions can use only
requirements that aie *bona fide cccupational quahfica-
tions” (BFOQ) This s a legal term used i the imple-
mentation of Tile 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 agamst mmorities

Most job “requuements” that pertain to race, color,
rehigion, national ongin, political affiliavon, marital sta-
tus, age, or sex are not BFOQs and may not be consid-
ered in the hinng process Whle similar legal require-
ments may not eaist in your country, thinking in these
terms can help to ensure that you are not discriminating
aganst a potential employee who may bring strong sklls
Lo your organization

Procedure

Job descriptions ate written in the office where the posi-
tion exists and should be a joint effort 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

1 Gather information about the job
Information sources include nterviews, or a written
statement by the incumbent (where available) or the
supervisor, and jub desciptions for positions that
appear to be similar

2 Orgamze the mformation and prepare a draft
Begin with dralung the “*Summary of Posuion,” since
1t1s the most all-inclusive section of the job descrip-
ton When applicable, borrow language from exist-
ing Job descriptions of similar positions Spell out
names of organizations, departments and equipment
the first ume they appear, then use the initials or
acronym, in parentheses

3 Review the draft and submit a completed
description A job description should be reviewed
by the incumbent and circulated among joint
supervisors

NOTES ON STANDARD FORMAT

We recommend the establishment of a standard format
to facilate the process, to ensure that all key informa-
tion 1s always included and to train managers to thor-
oughly think through job duties and entrance require-
ments prior to posting a position The Conservancy
includes cleven criuical picces of information m each job

description
Fur Nvitre Constry vy ”IV-J%
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1 Organization 1dentification 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 Jobutle A title descriptive of the duties Hf the posi-
tion should be used If the title 1s commonly used
throughout the organi.ation, the location for this
pusition should also be given Note »art-time and/or
~nort-term when applicable

3 Tutle of supervisor and department The person
responsible for selecting, traming, and supervising
the position If supervision 1s shared, all supervisors
should be shown The name of an individual 1s not
appropnate, 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 1t 1s located

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

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

7 Summary of Posiuon Thus 1s a brief paragraph that
provides an overview of the position In two or three
sentences, 1t describes the role of this position as it
pertains to the mission or program of tie organiza-
tion This paragraph should answer the questions
What kind of work needs to be done? What 1s the
purpose of the position? What sp-cial knowledge,
expernience or skills are required? What degree of
supervision or independence 1s characteristic of the
working sttuation? With what groups of people does
the job require contact, and what 1s the extent of that
contact? Does the position include supervising any
staff or volunteers? The last sentence should be “The
[Job title] 1s supervised by [utle/utles] and supervises
[title/uitles] or ‘no staff” ™

8 Duties List, in descending order of importance, the
duties of the position The order may be determined
by the importance of the task or the frequency with
which 1t ts done This hist forms a key source of
information for evaluation of the job and, later, for
perfoermance appraisal Each ;ob duty should be
expressed as an actwity, using active verbs (“raise
funds,” not “fundraisiag’, *“maintain trails,” not “trail
maintenance”, “file,” not “responsible for fihing”) It1s
not suthicient to hist “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 1n this
case will indicate the level of responsibihity

9 Entrance requirements Objective information that 1s
the basis for asses<ing, screening and selecting appli-
cants to hll the position Once again, the items
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should be written .u descending order of impor-
tance There are two major ponts to remember when
writing these requirements they muut be televant to
the duties of the job, nd each requirement must be
a (BFOQ) An examnle that meets these require-
ments an advanced degree for a staff writer The
requirement of a collcge degree lor most support
positions 1s usuaily not a BFOQ and will be subject
to challenge by those who teview 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 1s an
Equal Opportunity Employer,” appears on all
Conservancy job descriptions

SAMPLE JOB DESCRIPTIONS

Following are samples of two actual job descriptions
The first 15 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, ate cntical for attracting top can-
didates The second 1s for Director of Finance and
Admirastiation for the Laun America and Canbbean
Program of the Conservancy #

JoB ANNOUNCEMENT

PROMOTIONS OFFICER
Our client, an acuive, nonprofit organization in Kingston

* involved in promoting environmental conservation and sus-
tamable development, seeks to 1denufy a Promotions Officer

Reporting to the Exccutive Director, the Promotions

Olficer will be responsible for preparing proposals and -
ating/coordinating activiues in suppoit of fundrasing, cicat-
ing publicity matenials and working with members and
donors to promote environmental aims  This challenging
position should hold most interest for those with a marketing
and publicuty flar and a desire to pronwote environmental
protection issues

Candidates should

* have a tertiary quahficaton in communications
or marketing,

* have at least three years' experience m pubhicity
or marketing,

» be fanuhiar with computer programs and desk-top
publishing, and

» have good communicauon and 1nterpersonat skills

The Compensation offercd 1s attractive

Write n confidence, enclosing resume, to
Donald J Duff, Selection Senvices, PO Box 76, Kingston

—Prepared by Peat Marwick

9
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JoB DESCRIPTION

Tatle Director of Finance and Administration
Supervisor Executive Director, LAD

Location Latin America Division

Date Prepared August 20, 1992

Preparer Geoff Barrard

Summary

The Drrector of Finance and Adnunistiation 1s the
chief financial and adnunstratn ¢ officer of the Latin Amenca Diviston
(LAD) managing the Division budgeung process, monuonng and
supervising all financial transactions and destgning and implementing
reporting procedures and {ormats for programs within the Division and
1o outside agencies The Director provides traiming in admimistration
and financial management 1ssue s to NGO partners and in-hou-e staff
Inaddition the Director coordinates support to all offshore
LAD offices/statl, researches legal and logistical necds and implements
appropriate procedures, supervises and coordinates the design and
implcmentanon of appropriate personnel policies and procedures for
the Diviston, manages immugiation processing of foraign stalf hured and
deals with spectal personnel issues ansing from the international nature
of the Laun Amenica Divsion work force: The Director/Administrator is
supervised by the Dnecutne Dircctor He/she manages the
Adnumstrans ¢ department, superasing the Office and Tinanaial
Munager, the Grants Finanaal Admumstrator and two Administrative
Secraaries

Duties

Financial

1 Prepares LAD budgets Works with Dircctors in drafung imnal bud
gets, reviews proposed budgets, amends and drafts final core opr-
atonal and program budgcts (130 as ol TY93)

2 Monitors incomu and expenses throughout the year Drafts month-
Iy divistonal core actual/budgt report: Recommends changgs to
budget ancd/or implements cost-cutting restrictions as reeded

3 Monitors and reports halance of Division-wide programs Parks in
Penl Internanional Programs Fund, Tropical Conservauon Fund
Maintans spreadshects tracks speaial allocanons within the pro-
grams and providcs monthly reports for Management Commttec

4 Oversees manaal reporuing on spectal donor grants Signs off on
quarterly submissions ensuring proper formats: documentation
and authorization

5 Dusigns and monitors Divisional financial reporting formats and
procedures te ensure proncr documentation ard authonzation

6 Coordinates all finanaal transfors for overseas partners and/or debt

purchases Arrangcs banking logistics and proper acs cunting

Orersees auditimg process for LAD grant programs Designs terms

of reference bids process and implementation of follow-up proce-

durcs on site with partners

8 Ensures that accounting transactions for the Division comply with
proper hinenaial controls policics and procedures

=

Admmnistr.ave

1 Parhcipates in Division policy-sctting, program design and project
approval

2 Researches appropnate legallogisucal information for the suppont
of TNC stalf/officcs m Latn America and the Cartbbean as needed
Implcments procedures as appropriate

3 “oorainates support of LAD offshore offices/stalf Ensures funds
avatlabilty rcvicws monthly accounting, momitors personnet and
cquipment purchasing support

4 Reviews LAD contracts proposals and agrcements for proper finan-
al provistons, govarmment-imposed restrictions, budget fasibiliy
and adherinee o INC polices

5 Asststs in orgamzation-wide policy sctvng through particpation in
International Strategie Planning Working Group and International
Compensation Task Force and the design of modifications » the
orgamizational accounting system through the General Ledger Task
Force and Grants Reporting Working Group

6 Oversees Divisional offlice management actvities including comput-
er and equipment purchases and logistical support matters

Traiming

1 Provides traiming to NGO partners (in Enghsh and Spanish),
through regional workshops and individual in-country visits,
regarding overall financial management, personnel administiauon,
orgamzational objective-setting and monitoring, and AID general
budgcung, procedures, comphance tssues and grant-specific
requirement. and stipulations

2 Provides in-house traming for Division stalf regarcing contracung
and repotting proccdutes and comphiance 1ssues

Personne!

1 Tormulates appropnate pcrsonnel policies, guidelires and proce-
dures for recommendations ansing from the international nature of
Division petsonnel

2 Oversees all parsonnel transactions for the Lauin America Division
Coordinates recrmtment process for ensuring Workforce Diversity
candidare pool and review process counsels supervisors and stalf
regarcirg performance problems, trains Division stalf on proper
personuc] procedures and policies, and coordinates annual objec-
uve-sctting and performance appraisals

3 Manages all iImmigraton matters Prepares applications for visas
and contacts appropriate agenaies for rencwal, e2 tension/changes

+ Admunisters general relocation assistance for TNC overseas assign-
ments and visting [dlows as needed

Entrance Requirements

I Advanccd degree in business management or rclated field and 3 10
5 years of cxperience in the international conscrvaton field in one
or more of the following areas nonprofit institutional des elopment,
financc Zaccounting or a history of successlul program management
apenicne with The Nature Consenvancy

2 Eacellent communication skills w Cnglish and Spanush, proven
experience in preparing and deln »ring traimmg presentations
rcquired Portuguese or French desn ble

3 Successlul management experienee i international finance
and personnel, includ ng immgration, mternationat bencfits
and taxation

4 Working knowledge of business practices, legal/logistical require-
ments of countrics in Laun America and the Canbbean desirable

5 Proven abity to work independently and as member of a team,
to coordinate and lead the efforts of others by example, resulis
onented, ability to work under pressure Laeellent interpersonal
skills and scnsttvity to an advisory role 1n dealing watts partner
organizations required

6 Knowledge of AID gencral requirements and reporting procedurcs
required Famihanity with TNC s accounting system desirable

7 Abity to mamtain confidentialicy and demonstrate sensitnaty and
discretion in all aspects of work Proven ability to work effectively
in cross-cultural situations with a wide range of people of various
cconomic and professional backgrounds in both the public and
private sectors

8 Willings essto travel as required, in the U S and Laun America,
to accomphsh objectives

9 Demonstrated commitment to consersation and the goals and
programs of The Nature Conservancy

Contact

Paul Martin

The Nature Consen ancy

1815 N Lynn St, Arlington, VA 22209
Tel (703) 841-5300

Trt Na1urt CONSLRVANCY Is AN EQUAL OPPORTUNITY EMPLOYI 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 1t 1s 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 1s best done as a mutual-
ly agreed-upon precess Objectives that the employee
and the managers both agree to are far more hkely to be
achieved

MANAGERS' GUIDELINES
FOR SETTING OBJECTIVES

Setting objectives transforms the planning process nto a
results-oriented agreement that assigns responsibility
and provides for accountability To employees, an objec-
tive 1s an agrcement to focus limited resources on pro-
ducing critical results An objective provides a target for
the employee’s work for a given period of ime The
employee benefits by knowing exactly what 1s 1equired
n order to succeed

The Conservancy’s guidelines for setting objectives,

1 Objectives should 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 orgamizational needs and priorities
rather than personal preferences

2 Objectives should be the product of dialogue
between employees and supervisors, but supervisors
are ulumately responsible for seeing that objectives
meet 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" Culuivate 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
mntiated by the employee) Both parties should
review objectives at least quarterly to ensure that

IV-6 TuL ITATURE CONSERVANCY

progress 1s 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 wnting to
avoid confusion during performance appraisal about
what was agreed to previously

Operating objectives are not synonymous with the
Job duties delineated in the job description, but 1n
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 1s to
continue performing basic duties rather than to initi-
ate special projects It 1s possible, however, to taiget
one or more duties for eraphasis 1o reflect emerging
needs or changing circumsiances

ExampLE (for a receptionist)

Jos puty Answer the telephone

Jos ojecTive Answer all calls prior to the fourth
ring, take clear and complete messages, deliver them
promptly and cooperate with other support staff to
ensure thai no telephone m 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 ar effective procedure
also constitutes an objective

Annval 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 T.ie
number of objectizes will depend on the position
and the prionities 1denufied Managers have the
responsibility to focus objectives on organizational
needs and to resist employees’ tendency to ernpha-
size the elements of the job they enjoy or prefer
Objectives should be hsted in order of prionty so
there 15 no doubt as to their relative importance It
should be clear to an employce what the order of
priority 1s and that he/she should apportion 1me and
other resources accordingly

Consider imiting the number of objectives to fewer
than ten to send a clear message about the need to
focus The benefit of objective-setting 1s diluted
when the list 1s long

Objecuives should be ambiuous, yet attainable—in
other words, realistic If either the supervisor or the
employee sets objecitves that are impossibly high,
the 1esult 1s hkely to be failure that will set the pro-
gram back and jcopardize the employees enthusiasm
and confidence Corersely, employees should not
be permitted to suggest objectives that are so low

of i
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and easily attamnable that achievement does not rep-
resent a challenge

10 Whenever possible, objectives should be made pre-
cise, factual and specific Doing so ensutes clanty as
to exactly what 1s required to achieve the objective
ExampLL: Raise $50,000 in cash and $100,000
in pledges of future gifts for stewardship
endowment
INSTEAD OF. Raise funds for stewardship

11 Every objective should pass the S-M-A-R-T test
Specific - 15 1t focused?
Measurable - how will you tell 1f it’s accomplished?
Attainable - 15 1t 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 withy
Director of Park Services and accompanying her
on visits to all bilateral donors
INSTEAD Or Raise funds for program

EMPLOYEES’ GUIDELINES
FOR SETTING OBJECTIVES

At The Nature Conservancy, success 1s a function of
planning effectively and performing well The process
that inks the two 1s objective setting Employees are
expected to develop objectives jointly with their supervi-

SUGGESTED STEPS 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-
tives, financial objectives, human resource objec-
tives, including commutreent to diversity and per-
sonal development objectives

+ Draft objecuves, limiting the total to fewer than 10

» List in order of prionty

« Apply the S-M-A-R-T test above

+ Discuss with supervisor, focusing on ~esources
required

« Agrec and sign

- Plan when to imiate each objective, develop calen-
dar

+ Postin visible place

- Track progress penodically and report to supervisor

« Discuss, revise or modify objectives as appropriate
with supervisors approval

+ Document achievements/progress on performance
appraisal form

sor in connection with two events—when the employee
1s hired (or changes jobs), and as patt of the annual
planning and budgeting cycle The achievement of
agreed-upon objectives 1s assessed mn 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’ performance standaids, constitutes che
foundation for administering salary increases

To develop sound abjectives, employees need to be
famihiar with their programs annual plan and their
supervisors operating objectives

By completing the objective-setting process,

employees will benefit by knowing exactly what 1s
required to succeed This helps ensure employee com-
mutment Employees have a say in how to accomplish
their work and mutual agreement on the parameters of
what 1s expected of them #

EMPLOYEE PERFORMANCE APPRAISALS

nother tool used to manage human resources

1s the annual employee appraisal

Performance appraisal 1s the cornerstone of

The Nature Conservancy’s personnel system
It 1s an important process because 1t 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’ future with the orgamization

5 Document deficiencies in case dismiesal 1s later
necessary

The Nature Conservancy has established the manage-
ment and development of staff as a high priority by
assigming the highest possible value to this kind of work
in the job evaluation system Supervisors find that per-
formance appiaisal 1s demanding and time-consuming
work, but our experience has been that 1t 1s well worth
the effort. Employees have a right to expect regular feed-
back on their performance, and supervisors who expect
good performance will increase thetr chances of getting
i1 they praise employees who perform well and pro-
vide constructive feedback when performance falls short
of expectations

Performance appraisals assess our performance dur-
ing the preceding year It 1s a time to receve feedback on
good performance and input on areas for improvement

o
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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 1s 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 1n advance, if possible,
in order to give the employee the opportunity
to prepare

3 Allow ample time for adequate discussion

4 Provide for pnivacy and prevent mterruptions
by wvisitors 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 prionity and tend to put 1t 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 1t helpful to keep notes on perfor-
mance year-round that they can refer to during the
appraisal process

Praising employees for good performance 1s the
pleasant part of performance appraisal, more difficult,
but equally necessa~y, 1s being candid with employees
about performance deficiencies This task 1s important
for two reasons

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

2 If employees are erther unable or unwilling to meet
the expectations of the job, eventually disrmissal may
be necessary Without documentation of performance
deficiencies, dismussal 1s very hard to accomplish and
could mvolve legal nisk to the organization

In documenting performance deficiences, 1t 1s impor-
tant to be specific and cite examples An employee may
only be confused by being told, “Your atuitude 1s a prob-
lem ” A supervisor conveys more information by saying
instead, “Your failure to call and tell me that you would

IV-8 THE NATURE CONSERVANCY

be an hour late created a problem because a messenger
arnived to pick up a package, and we couldn find 1t ”
The chances of improving a performance deficiency are
increased when the employee understznds exactly what
the problem 1s 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-
gong prccess Let employees know what they are
doing well and where they need to umprove at every
opportunity

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

3 Be balanced, supportive, positive and motivating

4 Learn how to give conscructive feedback Thus skill 1s
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 employce), 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 guestions

3 Keep the discussion businesshke and objective

4 Demonstrate your willingness to consider suggestions
for improvement If construcuve feedback 1s not
offered, ask for it If you believe criticism 1s 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 1f you feel
you need 1t, and request follow-up meetings to discuss
progress

Focus on substa.ice—duties, objeciives, 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 posstble on your performance—
for your benefit and your organization’s

Receiving praise for good performance 1s the pleasant
part of performance appraisal, the more difficult, but
equally necessary, part of the process 1s receving con-
structive cnticism and discussing performance deficien-
cies This part 1s important for two reasons

v
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1 Since the goal of performance appraisal 1s 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 1n the way of additional knowl-
edge, skill, and ab'lity

PEER AND SUBORDINATE APPRAISALS

Based on expenience, the Conservancy values the use « £
peer and subordinate input n the appraisal process 4ad
therefore requires that all supervisors solicit feedback
from others Objective informaton gathered from sever-
al people who have the opportunity to observe perfor-
mance 1s 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 1f 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 n writing

THE NATURE CONSERVANCY
PERFORMANCE APPRAISAL SYSTEM

Ulumately, overall performance at the Conservancy 1s
classified into one of the following five categores

Exceeded performance expecta-
tions and excelled in key areas

Performance Rating 4

Met performance expectations
and exceeded in key areas

Performance Raung 3

Met performance expectations
in key areas

Performance Rating 2

Did not meet performance
expectations 1n key areas

Performance Rating 1

Performance Rating O Place on probation
Raises are set at a certain percentage so that all employ-
ees who rate a 4 mught get a 6% raise while employees
who are rated as a 1 receive no additional compensation
Depending on the orgamzation’s budget, a cap 1s 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 1ssues

The Nature Conservanc, s Employee Performance
Appraisal has three sections In the first section, the
employee lists the objectives establiuhed 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 1deas on how to improve

The second section describes the key requirements
for accomplishing objectives The criteria used for judg-
ing each of these factors are included 1n the attached
Employee Appraisal Form, as 1s 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 1s an cverall perfor-
mance summary Both supervisor and employee summa-
nze the overall performance of the employee based on
assessments 1n the first two sections

Following 1s a sample of The Nature Censervancy’s
Employee Performance Appraisal #

ZENGER-MILLER
FRONTLINE LEADERSHIP TRAINING

everal tumes I this chapter we have referred to

the importance of clear communicauion The way

we cornmunicate and interact with people 1s 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 sec commonly practiced around them in
the organization Clear communication skills are cntical
for team building, employee motivation and organiza-
tional effectiveness

In 1992, the Conservancy began training colleagues

and our own stalf 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 traiming on the part of people who had
been promoted nto management positicns, and our
strategic plan emphasized the development of staff
capacity Seeing that many of our Laun Amencan and
Caribbean colleagues were facing similar problems, the
Traming Department mtroduced the Zenger-Miller train-
ing in workshops held 1n Jamaica, Bolivia and
Guatemala Some of the organizations that paruicipated
then requested in-depth tiaining for their staffs Finally,
modules of this trarming were provided to the whole
range of partners at Conservauion Traiming Week 1n
1993 The Training Department has concentrated on

i NaTture ConsirvaNcy V-9
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EMPLOYEE PERFORMANCE APPRAISAL

Annual Performance Appraisal (Year knding )
Twelve Month Introductory Roview
S1x Month Introductory Review

Scaton A Objectives for the Appraisal Penod Ending
(Attach additional pages as necessary)

Employee lists the objectives established for the current appraisal period Both employ-
ee and supervisor provide comments addressing accomplishment of each objective

Objecunve # 1
Employee s Comments

Supcrvisor s Comments

Objective #2
Employee s Comments

Supervisor s Comments
etc

Section B Performance Requirements

Attitude and Commutment to Work Demonstrates 2 strong personal and profes
sional commitment to The Nature Conservancy and 1ts mission Views Job success in
terms of advancing the Conservancy s musston Personal satisfaction comes from a job
well done Willing a1 imes to put work ahead of personal preferences Keeps abreast
of trends and events in the world of conservaton in order 10 be knowled seable and
effecuve Senves as an advocate for the Consenvancy 1ts mussion and elforts on 1 por
sonal level

Commitment to Workforce Diversity Performs work 1 support of the
Conservancy s Human Diversity Vision Pusitively contnbutes to a working cnviron
ment that suppo~ts a culturatly diverse workforce For Supervisors Increases org
zational workforce diversity

Effecuiveness as a Team Player Works cooperatinely ind thoughtfully with other
TNC staff and volunteers Litens well to views of others and supports their efforts
Demonstrates a concern for achieving the best progra n results rather than defending
personal or departmental “turfl  Works cffcctively with people who are difficult or
demanding Adapts to change Allows others 1o succeed or get credit Conperates
rather than competes with colleagues Uses courtesy et and discretion in doaling
with others Offers when appropnate 1o assume eatra duties duning peak penods to
ensure team success

Cummumications Fngages in clear and eflcc e oril and wntten commumcation
Uses bias free gender-neutral inclustve language i all oral and wnitten communica
uon Demonstrates good selling skills in dealing with people m e and outside of
TNC Accomplishes results within TNC by influnaing others o 1d obtaining coopera
tton of staff and volunteers Is a successful fundraiser or negonator Relics on dialogue
rather than directives Kecps others informed to reduce surpnses icluding provid
tng bad news when necessary Commumicates negatise feedback in a positine way 1s
accesstble returns phone calls promptly and 1rutiates contact 1s needed

Imtiative and Reliability Can be rehied upon to assumc responsibilty and perform
duties without prodding Imtiites action as nceded and follows through Abides by
corporate policies and procedures Resourceful resists being deterred or distracted
from goals does nor offer or accept excuses in hieu of results Punciual and regular in
attendance Plans leave and secures approval i advance submits leave reports on
time Does not abuse employce pnsileges or benefis

Admmmstration Sets prionties well manages time effectively so that routine proce
dures vre not neglecied in the erfon 10 achicve major goals produccs timely work
Meets deadlings without sacnifiaing quality of work Assumcs responsibihity for conse
quences if Juaes are performed correatly incompletely or late Proacive rather
than reactine: Orgamzed but reasonably comfortible with floabiliy ambiguiny
Adapts to ol anging nceds and now arcumstances rather than resisting change
Constnes TNC resouras and cncourge s oth rs to do the same

Decision-making and Problem solving Fnpages in gathering and anilyzing
informaton cntil thinking and nsh asscssment buore making deasions solses prob
lems effectivedy without prcduang negaunve conscquences Conside rs precedents and
guidehnes eniemal and ovaomal) Seeks guid inec and counsed from sppropriate people
without deasion shopping - Makes sound deasiens ina umidy v 1y ilier gathenng
cufficiertinformanon instead of deying deasion unal Al imfonmaon s asalible

Management of Stalf and Volunteers Recrunts ind sclects applicints who mect job
requirernents: deselops abihines and skalls of staff through cfccuse trming, perfor
mance appratsal and carcer counsehing Works within the framework of the
Constnancy s human resource pohicies and procedures and meets Je adhings
Motnvates employecs by providing fedback on strengths and areas lor improvement
Recogmzes achievements and provides supcnisony support in order to meet program
goals and objectives

Both employee and supcnvisor indicae the degree of accomplishment of cach require
ment Mark an % at the plicc on the ine representing your asscssment

Use the following comments scction to elaborue as desired  For any reearemnt
1ssussed as needing improvemcnt please JJanfy and indicate wuons to e taken
Employecs Comments on Porformince Above

Supenisors Comments on Porformiance Requirements Above
Sceton € Overall Parformance Summan

Both supenvisor and cmployce summanze the overall porformance of the employee
based on asscssments in Sections A and B

I mployed s Overall Communts

Supenasors Oscrall Parformaace Summan

As required | have used peer and/or subordinate appraisals to conduct this
performance appraisal

Employee s Sy vtureDate
Supersisor s Sinature/Thate

As required 1 have used peer and/or subordinate appraisals to conduct this
performance appraisal

CoSupenisor s Sipaature/Due

Sy natute/Date Repgonac Ducctor of Admimistratien (hield) or Puctor Employee Realtums

EMPLOYEE ASSESSMFNT
OF PERFORMANCE REQUIREMENTS

SUPERVISOR'5 ASSESSMENT
OF PERFORMANCE REQUIREMENTS

PERFORMANCE RTQUIREMENTS

IMPROVEMENT MET EACTLLED IMPROVEMENT MET LXCELLED
NEEDED EDED
Attitude & Commitment k i} + ]
Commutment to Diversity k o t {
Effectiveness as 1eam Player i i — } {
Communication } { | + i

Imtiative & Rehability

Admimstration }
Deciston-Making & Problem Solving b
Managemen® F
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core nterpersonal relationship training to help focus on
communication styles and 1ssues Samples of courses
offered include

« Giving Constructive Feedback,
» Getting Good Information from Others, and
« Recognizing Positive Results

Once NGOs have masteied these skills, more managenal

traning 1s offered to include courses ranging from
supervising individuals to managing teams At the most
sophisticated levels, courses on managiag change and
making au organizational impact are recommended
The fundamental building blocks of the Zenger-

Miller program are the five “Basic Principles” that should

guide our everyday iteractions with others These prin-
ciples can have a powerfully positive impact and build
remarkably constructive relationships with others 1he
Five Basic Principles are reprinted here with permission
from Zenger-Miller Inc '

1 Focus on the situation, 1ssue, or behavior, not on

the person As managers, we need to let people know

when work needs improvement, when a job 1s not
being done correctly or when people are interfering
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 1f we focus on the situation, 1ssue or behav-
101 we can give both positive and negative feedback in
a way that will result in the listeners being less likely
to feel defensive 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 self-esteem
of others 1s cntieal to getting good results and consis-
tently meeung or exceeding standards Let each per-
son know how his/her contnbutions are valued Ask
for the other’ point of view Look for ways to recog-

nize those things a person does well Take each oppor-

tunity to give thanks for a job well done People with
high levels of self-confidence and self-esteem tend to
do their best to produce good resuits

"Fronthine Leadership ©MCMLXXXVI by Zenger-Miller, Tne Alinghts teserved

3 Maintan 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 energles on getting the job done Maintaining con-
structive relationships means treating people as you hke
to be treated Deal with conflicts in a way that will
make working with that person in the future easer, not
harder Don't let small conflicts build Keep commuru-
cation pathways open Treat todays situations as oppor-
tunities to build future successes together

4 Take imtiative to make thiungs better. It 1s our
responsibility to deal with potential problems and pre-
vent the costly results of “crisis management " But tak-
2 the initiative 1s more than just avoiding a cnsis It
means continually looking for ways to improve all
aspects of our organization As you work, look for
ways Lo improve products, services or communica-
tons Whenever you see 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
“lttle 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 1s the accumulated result of hundreds of
httle things done a little better by people who follow a
positive leader’s example

Effective communication 1s neither accidental nor mag-
cal It begins w. h the deliberate, consistent practice of
these five Basic rrinciples Even 1if those around you fail
to practice them, you are the one people look to for
leadership #

THE BOARD OF DIRECTORS

learly, the Board of Directors 1s essential to the

establishment and success cf all NGOs The

Conservancy 1s aware of the needs of many

NGOs to strengthen their Board leadership
Rather than developing our own traming matenals, we
have been providing matenals developed by the
National Center for Nonprofit Boards While these excel-
lent mater.als 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 Responsibilities of Nonprofit Boards, 15 particular-
ly useful and a way of educating potential Board mem-
bers about their responsibilities 1f they do not have pre-
vious board experence

THE NaTurt CONstrvaNGY IV-1]
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Use of these matertals will help avoid problems

encountered 1n many NGOs, such as

1 Unclear division of responsibility between the
President and Executive Director

2 Lack of Board involvement 1n fundraising or policy-
setting

3 Lack of clanty about how to look for and select new
Board members

Rather than writing a chapter here that 1s not as compre-
hensive as the work done by the National Center, we
advise you to enter into direct contact with the Center
Its address 1s

National Center for Nonprofit Boards

Suite 411, 2000 L Street, N W, Washington, DC 20036
USA Tel (202) 452-6262 Fax (202) 452-6299 »

CONCLUSION

he management tools covered 1n this chapter

are critical to maintaining high levels of com-

munication within an orgamzation Effective

communication 1s critically important for the
prevention and resolution of conflicts, and for mainrain-
ing high employee motivation Individuals perform most
effectively when they are clear as to what 1s expected of
them and how well they are performing The manage-
ment tools presented 1n this chapter establish the sys-
tems, procedures and recommended behawviors to pro-
mote clear communication in the workplace They also
lay the groundwork for establisting an organizational
culture that rewards exceptional performance and good
teamwork and provides guidelines for employees to be
successful #
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INTRODUCTION

he Self-Sufficiency Project has emphasized the

development of fundraising strateges for every

NGO to increase financial self-sufficiency

Fundraising strategies have not changed radi-
cally n 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
wriing remains as the building block of this chapter with
new contributions from Enn Castelli and Beth Chung of
the Latin America and Caribbean 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 Jarnaica
Conservation and Development Trust “case statement” are
included to provide concrete examples of successful
fundraising strategies

New that you have 1dentified 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 obtamning those resources—peoples time,
goods, sc1vices 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 ime Ir will 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 prionities, and take on
additional projects only when you have the basic
resources to support them #
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PLANNING
DETERMINE YOUR FUNDING NEEDS

f you have prepared q strategic plan and budget,
you know what your needs are 1f you do not have
a plan and operating budget, start by preparing
one Your plan should include the goals and objec-
tives for your orgamzation 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 vour planned expenditures for
the next year or two Are some needs more wigent than
others? Can you scparate which are “fixed” costs, and
which could be cut down, or postponed, 1f necessary?
Are some of your expenses covered by funds already 1n
hand, or funds that have been pledged? What are your
total sources of regular income (memberships, T-shirt
sales, etc )? How much do you need beyond what 1s
coming in? Of this, which neceds are most urgent? This 1s
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 gencrally 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 firiwi 1n your mind, you will probably find your-
self “inventing” new projects as you go along, to respond
to the donors’ interests—only to find, after you have
raised a magnificent amount of money, that you sull do
not have enough to cover your basic necds A thorough
knowledge ot your program objectives, and what you
need to achieve them, 1s a vial fundraising tool
Below 1s a sample torm 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 wili always be trying to meet payroll! #
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SUMMARY BUDGET SAMPLE

RaisEn/
PLEDGED NEEDED

TotaL Cost

Core Operating

Costs (not chargeable
to individual projects)

Personnel ——

Qlfice

Telephone

Equipment

Postage
Travel

Other

Project Costs
(conservation
projects, membership
campaign,
outreach/education
projects, etc )

ProjLcT 1

Personnel

Ofhce costs

Travel

Equipment

Capnal investments
Other

ProjrcT 2 (E1C )
Total

IDENTIFICATION.
MAKE A PROSPECT LIST

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 whe could give you $500? Or could you, per-
haps, ask one petson 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-

cial support 1n the past Most of them should be
prospects for additional support in the future Now list
those who have an interest n 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 hke yours, and businesses that benefit
from national parks and natural areas (travel agents,
hotels, outdoor equipment manufacturers) Also consid-
er businesses that need to improve their “environmental”
1image (o1l companies, mining companies, utilities), peo-
ple who own vacation homes near national parks, peo-
ple who are members of other conservation organiza-
tions and scientists who do research in natural areas
The 1dea 15 to make a list of people who have an mnterest
in your programs—whether they have realized tlus
nterest or not!

These are your prospects—your potential donors A
successful fundraiser 1s always looking for new peaple to
add to a prospect list, and there are many creative ways
todo it Look at local and mternauonal 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 1n to
request more informaticn {from you Ask travel compa-
nies to share their chient hists Many people are interested
in national parks and natural areas—the trick 1s to find
out who they are! #

PROPOSAL:
WRITE YOUR BASIC PROPOSAL

efore you contact any of the people on your
prospect list, you will need to organize your
thoughts and be ready with wntten matenals
that descr.be the need for your programs, the
objectives you plan to achieve, the acuivitics 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!
1If, as a result of your planning process, you have pre-
paied a written plan and budget suitable for public dis-
tribution, you can use these as the basic proposal Its
function 1s 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 fus together
in a coherent body of work
At The Nature Conservancy, we have been ustng two
types of proposals 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
Campaign,” “Conserving Bolivia’s Natural Henitage,”
“Conservation through Development The Sian Ka'an
Biosphere Reserve” and “Fundacién Moises Bertoni The
Mbaracayi Project,” among others Sometimes we use
the case statement to mtroduce a potential dono: to our
programs and find out which ones he/she might like to
support Other times we use 1t instead of a pioposal- -
for example, when making a request in person to an
individual, we go over the program in the case statement
and then ask directly, “Would you consider making a
$10,000 donauon to support this campaign?” When it 1s
necessary to write a specific proposal, we use the case
statement as an enclosure, to show how the activity in
the proposal fits into an overall program Or we use the
“boilerplate” language from the case statement to con-
struct the specific proposal

For example, the Jamaican Consetvation and
Development Trust’s “Jamaican Splendor” case statement
1s visually appealing, with detailed phatos of the land
and the flora and fauna found there This allows the
potential donor to visualize the project and where
his/her money would be going Photos parallel the text
to help tell the story The following excerpts from
“Jamaican Splendor” outline the threats to the environ-
ment, and the conservation actions that the Trust will
take to protect Jamaica’s natural heritage

An additional example of the power of a case state-
ment, Fundacion Moises Beitonis “The Mbaracayu
Project,” 1s included at the end of Chapter VI, “The ABCs
of Fundraising "

The “two-pager” 1s a summarized version of a formal
proposal and generally focuses on a specific project We
call 1 the two-pager because 1t consists of only one to
two pages of text and a budget Sometimes The Nature
Conservancy uses this document to “whet the appetite”

of a praspective donor It also comes in handy when
your donor requests a proposal on the spot during your
fundraising visit, or when you need to send an inquiry
letter to a foundation As society’s pace quickens, more
ard more foundations, corporations and individuals pre-
fer the two-pager to tiic longer, more formal proposal It
gets right to the point and tney can decide 11ght away
whether 1t fits their interests

You will learn more ubout writing proposals—both
the basic proposal and specific project proposal—in
Chapter VI, “The Art of the Foundation Proposal " #

RESEARCH
KNOW YOUR PROSPECTIVE DONORS

ou have your program needs idenufied and

written 1n a basic proposal, and you have a

first draft st of the people you want to ask to

support the campaign Now you need to think
more carefully about each of your prospective donors
Do you know them well enough to ask for money? If
not, how are you going to get to know them? Do you
kncw anyone who already knows potential donors well
enough to ask them for money? Can you ask potential
donors for general support, or will they be especially
nterested in a particulal program area? How can you
find out what their specific interests are? How much
would they be able to give you, and how much should
you ask for?

The more you know about a potenual donor, the
better your chances are When you add the name of a
potential donor to your prospect list, make notes as to
what you need to know to be ready to make a request
Here 15 a sample “prospect list” that will help you
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 aie 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
Thas 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 nefficient manage-
ment have contnbuted to the rapid destruction of plant and animal habitats Jamaica has realized the extent of these
problems and 1s making env.ronmental 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 Nauonal Parks Campaign was mitated to create and provide for Jamaica’s National Park System The System
will ensure that rare and endangered species and ateas 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 nauonal 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 1s an oppertunity o conserve Jamaica’s natiral heritage ™ #
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INDIVIDUAL DONOR
PROSPECT LIST

Name

Address

Telephone

» Previous donations to your organization
(amount/date)

« Your staff or board member(s) who knows
this donor best

« Coinments on donor’s interests

+ Who has contacted this donor? When?
Content of meeung/contact?

« Your planned request to this dunor

« Next step in cultivauon 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 ternble 1f you asked for and received
$1,000, only to find out later that it would have been all
the same to the donor 1f you had asked for $10,000?

Donor research 1s relauvely easy when your prospec-
tive donors are foundations and corporations with well-
established programs of charitable giving The proce-
dures for researching and working with these types of
donors are explamed 1n detail in Chapter V1, “The ABCs
of Fundraising ™ However, your prospect hst should not
consist entirely of these types of potential donors The
richest source of contributions 1s private individuals In
the United States, individuals give away 90% of Lhe
money, or $66 billion The Natuie Conservancy receives
83% of 1ts private contributions (not government grants
or contracts) from individuals, 7% from corporations
and 10% from foundations #

VISIT
CULTIVATE PROSPECTIVE DONORS

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 your project
(to “sell” your project to them)

There 1s a saying 1in fundraising circles—"People only
give to people " And 1t 1s true The person who asks for
money should be someone vhom it potential donor
knows, likes, trusts and feels good about supporting

You can become that person by culuvaung your donor
(sometimes) Other times, you can get to know the
potential donor weli enough to know who should ask (a
member of your board, perhaps, who belongs to the
samne club or works in the same business) The process
of cultivation 1s learning about the donor and histher
interests, and giving him/her time to learn about your
organization and your work What you are really doing
15 creating the pe-fect moment and atmosphere when 1t
will be time to make #

THE REQUEST. ASK FOR A GIFT!

Iways ask 1n person 1f you possibly can

Remember th-t 1t 1s 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 1s sitting next to you, looking you 1n the eye Your
Job 1s to make 1t very hard fo1 the donor to say no A
quahfied solicitor should make the request

Always ask for a specific amount If you have
researched this donor’s giving potenual, 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-
tuve do..or thinks 1t over and begins to answer If you
start talking again now, 1t’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 1s no, take a deep breath and ask 1f it would
be possible to give some smaller amount If the answer 1s
still no, ask 1f he/she can give you any advice about the
campagn and about other people you might approach
Maintain a positive attitude! #

ACKNOWLEDGEMENTS AND GIFT
PROCESSING THANK YOUR DONORS

ongratulations' 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 ups from Ronda Mosley, spe-
cial assistant to the executive director of ANCON 1n
Panama, on how ANCON acknowledges its donors
It 1s important to acknowledge gifts because 1t 1s
your opportunity to thank the doncr for his/her most
important contribution and to tell the donor once again
what the money will be used for and how the people,

/l
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ammals, land, water, etc , will benefit from this support
It 1s also 1important to hst a person the donor can contact
if he/she has any questions

Regardless of the size of the gift, the dorior gets a
personalized letter from our executive director Our let-
ters ret zrate how important their gift is to our oagoing
work and that their continued intetest, commentary and
support are always welccmed and needed

We also invite the donor to Panama to see hisher
project or the site(s) where his/her inoney 1s berng used
We make 1t very easy for the donor to say, “Yes, I'll visit
Panama ” We supply 1tineraries in English, tour guides
and lovely places to visit Depending on the dor..r, the
trip can be very posh or veiy 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)
receive a copy of ANCON’s newsletter This 1s an update
on what ANCON 11 doing 1n the field that 1s distributed
every two months We try to highlight special projects
and always include donors’ names 1if they supported a
particular project We hope this keeps ANCON 1n the
front of the donors mind at giving ime We also realize
that donors can't make 1t to Panama often to see pro-
Jects, <o we bring a small part of Panama to them
through the newsletter

If ANCON 1s sponsoring a special event or partici-
pating in something differenc 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 \f they come to Panama they will
have a good tume

All of this sounds like a lot of work, time and paper,
however, constant, positive contact keeps you on track
wrth the donor and really helps when you go back for
mcre funding

Processing the gift in a timely manner 1s also impor-
tant This sample acknowledgement and processing sys-
tem was developed byaU S organizauon #

GRANT TRACKING AND REPORTING
KEEP YOUR DONORS INVOLVED!

s there a happier moment in a fundraisers job than
the moment when a large check arrives? 1t’s espe-
cially sweet when 11’s a check that you worked hard
to get, researching the donor, preparing a proposal,
and following up with documents and information
Now, you may think, your job 1s 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 niew se. of responsi-
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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 hoard

Il the gift 15 directed toward a particular project or program,
acknowledgement letters might be wnitten by the director of
that project or program

Step 2 Processing

All che cks deposited on same day received

Copy of check and accompanying form(or name, address,
telephene number and datecheck was received) are given to
memb.rship/donor data manager

Dara manager prepares recetpt and sends 1 to theperson
responsible for sending acknowledgements

Datz manager enters donor information into {iles

Acknowledgement and receipt are sent withinthree days of
recetving contribution

Step 3 File Maintenance

Computer files should be sorted by name, date andamount
of gift, at a mumimum That 15, they shouldallow you to look
for an indvidual donor by name,to find all donors who gave
during a certain month(for processing renewal notices) and to
find all donorswho have given, say, $100 or more (so that
you can offer them special invitations for increased future giv-
ing) Of course, there are many more vaniables you can
include n your data base for sophisticated donor information
management, and there are conmercially available software
systems for donor information management The point 1s to
have a system that meets your information needs Back up
your computer programs regularly, and keep a copy storcd in
znother location so you will have a backup in case of fue or
burglary

Individual files should be kept on actual and potential
donors of some mmimum 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 “uckler” files (vsually a three-ring binder
with a section for each month of the year) keep you up to
date on what to do next When you recewve a contribution
that will requite you to submut a report, note the date that
you should begin preparing the report in the appropriate
month of your “uckier” file 1f you promise a potcntial doner
that you will be getting baci to hinvher in a month or so, put
iton your ‘to do’ st for that month so you won't forget All
your meeting and follow-up activiies (remember, you decide
aflter making each contact what you arc going to do neat nd
by when) should be noted on the  ppropnate date Your
“tickler” file keeps you orgamized and aware of all the self-
imposed and donor-impesed deadlines so you don't let
things slide
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bilities to that donor, and you also open the door to a
whole new opportunity to build you1 organizations rep-
utation (good or bad) among the donor community
Your responsibilities, in brief, are

- To use the funds 1n a manner consistent with the
budget you presented to the dor.or

« To report to the donor on the use of the funds and
the achievement or failurc to achieve the goals set
out 1n your proposal

» To keep the donor informed of changing condtions
that may affect the success of your project—for exam-
ple, a change 1n key staff, a change in national legsla-
tion affecting the project, success or failure in raising
funds above and beyond this particular donor’s
contribution

Sounds like a lot of work But 115 worth the effort
Unless you've reccived the entir> donation i one check,
payment of future mnstallments could be held up or even
canceled 1f your reports are not prompt and in good
order A donor who receives prompt, clear, accurate
reports ¢f what his/her contribution has supported 1s
likely to conrinue to give to your organization 1n the
future Think of good repo:ts as a way of cultivating the
donor for their neat contnibution A donor who receives
sloppy reports numbers that don't add up—or, worst of
all, no information at all—is not likely to send another
check

Maybe you're stll not convinced that good grant
tracking and reporting are important Perhaps you really
would like to have the experience of having your fund-
ing discontinued o, worse, of receiving a letter asking
you to return money that was once granted

Strange as it may seem, NGOs have done all these
things Maybe they don't need any more money than
they + . already got More likely, they're just so caught up
in the pressures and urgencies of the moment that they
don't take the time o save themselves much work and
grel later on But if you're the one who will be making
funding requests in the future, take the time now to
~ake sure that you, or whoever 1s responsible for spend-
ing the money you've worked so hard to raise, under-
stands

- what 1t 1s to be used for,

- how to record 1ts actual use, and what documents
to keep,

- how to keep track of progress indicated 1n your
proposal, and

- when reports are e

SIMPLE WAYS TO
Lose YOUR FUNDING

» Deposit the check n your general account as soon
asit arnves Don't bother to acknowledge 1t, after
all, the foundation will know you got 1t when they
get their canceled check

Charge whatever you like tc your ge 2ral account—
after all, you know your pricriies  * they may be
a bit different now than they wee whien you wrote
the proposal When you make charges against this
account don't bother to keep track of which speaific
donation yor: are drawing from

If you really want to lose your funding, don't bother
to send reports at all

Never mind the deadlines for the reports you do
send The U S 1ax regulauons are your dovor’s
problem, not yours

Send the report, but just write a glowing account

of everything your organization has been doing
sincez the check arrived As for the linancial report,
use round numbers or guesstimates and send along
a fat audntors report in Spanish

If they remind you that you have a report overdue,
send & long letter explaining why you couldn'
possibly prepare a report by the date indicated

You might even hint that all this paperwork 1s unrea-
sonable and distracting you from the more important
Job of conservation

Instead of sending a report, send a request for
addiional funding

One of the major benefits of good record keeping and
project reporting 1s that 1t serves as project evaluation
and assists you in planning and budgeting for future
projects Prepare for record keeping and reporting at the
beginning, as you write the proposal When you write
your objectives, indicate a date by which each acuvity
will be completed Specify indicators of progress toward
your goal that can be measured Plan carefully what you
will have to spend on each of the proiected activities
Larer, with the money 1n hand, each ume you spend
from the grant account, recerd the charges against the
item budgeted in your propusal As the | roject preceeds,
keep track of whether your proposal b :dget accuratcly
reflected the costs of each activity, and wherher the
progress indicators you expected actually came about as
predicted Mark your calendar for dates by which certain
acuivities should have been completed If you are not the
project manager, make sure you review appropriate pro-
cedures with the person who will be spending the
funds—securing receipts or expense reports for all
expenditures charged to this particular donation, mea-
sunng results at prescribed intervals, etc Meet in
advance of your donor’ report deadline (or at six-month

.
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intervals 1f 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 mnformation to your donors
When you wnite your next proposal you will be more
authontative 1n your predictions of costs and results
because you will have the well-documented experience
of your past projects Chapter XII, “How to Manage ycur
Organizations Finances,” offers more pointers on the
admernustration 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
dcnors on how the project 1s advancing, and continue

CHECKLIST FOR REPORTING

* Refer to your cniginal grant proposal before
writing your report

* Detail 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

* Describe the impact of gift on the project
and organization

* Describe grant accomplishments and results

* Make your report exciting---tell a true story!

* Personalize your report to the audience you are
writing to

* Show financial and in-kind leverage/matching grants

* Describe how your project wiil continue
beyond he grant p~riod

* 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
summarize impact of gift)

8 Financial Report

9 Appendices
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doing so unul all funds have been spent Begin setting
and tracking your report deadlines nght when you
recerve the gift

A grant report should contain a narrative and finan-
caial account of how a gift was spent Begin by drafting a
financial report similar to your ongnal 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 onginal proposal
Your expenditures should be simular If they aren't,
describe why 1t was important to reallocate histher funds
and what you did with them

Now you're prepared to write the narrauve, or writ-
ten, section of your report Again, you should refer to
your original proposal Compare the onginal 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 contnbuted 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 1t personal and exciung! This will
bring your donor closer to your projects and increase
the chances of future support 1n your programs If
appropriate, show your donor how the gift leveraged
additional gifts or in-kind services Many donors like to
know that their 1nvestment 1s secure, that other monies
are 1n hand to build on their gift

With your reports, send a personal cover letter from
the approprate 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 histher continuirig support and commtment

Good narrative and financial reports make for good
relations with your donors And that’s what your job as a
fundraiser 1s all about The following 1s a sample narra-
tive report that Ronda Mosley from ANCON 1n Panama
sent to a major donor #
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C s St by .

NARRATIVE REPOT, NCO

“The Protection of Migratory Birds in Chagres and
Soberama National Parks”

Final Report

Based on Field Work from September 1991
to January 1992

The Foundation

Presented March 1992

Asociacion Nacional para la Conservacién

de la Naturaleza (ANCON)

Apartado 1387

Panama 1, Republica de Panama

Tel (507) 63-7950, (507) 64-8100 Fax (507) 64-1836

Project Period January 1991-January 1992

Total Budget US $40,000

Summary

Through this grant, ANCON’s Science Division was able
to complete sixteen field excursions into Soberama and
Chagres National Parks The grant was vitally important
to ANCON and 1ts efforts to protect the Panama Canal
Watershed

A The Foundation’s funding allowed ANCON to
consohdate 1ts research presence in the Panama Canal
Watershed and to position itself strategically for a key
opportunity carrying out a successful bid for realizing
the biological inventones for the tri-national (Japan,
United States and Panama) Canal Alternatives
Commussion The awarding of this $2 2 mullion contract
to ANCON and the University of Panama, with the
tremendous leveraging of the oniginal

Foundation grant, will intensify ANCON’s work 1n the
canal watershed and give ANCON a strategic position in
developing future management plans for Panama’s natur-
a' areas,

B The Foundation’s funding allowed ANCON.. science
staff the opportumity to implement new methuds of bird
research (utihzing must nets, etc ) through intensive field
research trnips into the canal watershed parks, in cooper-
ation with community members and INRENARE park
rangers The information collected about the birds of
these important parks has been logged into Panama’
CDC (Conservation Data Center) and the information
will be utilized well into the future to design manage-
ment plans for the parks,

C The Foundation’s funding allowed key scientific
breakthroughs for instance, the research information
gathered about the Southern Lapwing 1s sigmficant
because this 1s the first recorded breeding and nesting of
Southern Lapwings in Panama

Field Studies (Narrative Report)

Objectives

+ To study and compile information regarding the
mugratory birds that visit Soberama and Chagres
National Parks from January to May 1991 (Intenm
Reporting Period) and September 1991 to January
1992 (Final Reporting Period)

» To corioborate and expand the data compiled in
ANCONS’ Science Division conservation database,
gathered from earher studies regarding migratory
birds

+ To train and improve ANCONS science team 1n the
observation and capture of raigratory birds and n the
execution and documentation of field invesugations

» To record confirmed sightings of mugratory bird
species that visited each national park in 1991
and 1992

Methodology
The ANCON Science Team spent three days (on aver-
age) each month, from September 1992 to January 1992
in each of the parks to conduct the studies The
researchers deterinined the placement of the nust nets
(ten 1n all) and set them every day at 6 00 a m and left
them until 6 00 p m every evening According to
renowned tropical bird researcher James R Karr, “Mist
nets can be used to quickly survey the birds of an area,
providing a variety of data on species compositions and
abundances” (Karr et al , 1979) For ANCON’ purposes,
the must nets were scattered throughout the study area in
locations where the researchers had previously observed
birds feeding

Alter a bird 15 captured, the researcher begins to
record vital information about the particular bird 1denu-
fication of the species, sex, age, physical condition of the
muscles, condition of the feathers and whether the bird
1s molting, and 1if the bird 15 a female and not a migrato-
ry species, 1s she laying eggs, nesting or feeding chicks
The researchers also weigh the bird and then gently
release 1t back into the trees

The research team spent from 6 00 am to 10 00
am and from4 00 pm to 600 p m every day of the
field trip with binoculars bird watching as they traveled
through the forest These daily walks (approximately 16
kilometers) helped train the researchers to be more
aware of the birds, their calls, whistles and songs, and to
make better observations about the birds in their natural
settings

Soberania National Park

There were three study areas chosen for the migratory

bird studies (1) Camino de Cruces (the Pedro Miguel

River area), (2) El Charco Trail (along the Sardimtla /
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Ruver), (3) Pipeline Road (along the Frijoles and Sirystes
Rivers) These sites were chosen because they are repre-
sentative of various forest types present in Soberania and
because of the abundance of bird habitats

Of the 443 registered species of birds for Soberania
National Park, ANCONS scientists captured and
observed 107 species 1n 15 orders and 34 families Of
the 88 mgratory species recorded for Panama, eight
were captured

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

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 rmigratory species recorded for Panama, eleven
we' e captuted

Key results

- The______ Foundation’s funding paved the way
for ANCON to train 1ts field personnel in biological
inventories procedure and thus become an active
player in the competitive bid process for the tri-nation
al Canal Alternatives RFP ANCON and 1ts partner
organizations have just been awarded the $2 2 milhon
contract by the commission to conduct biological
inventories of the canal watershed These continued
inventones 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 1ts assistance
one year ago

« The percentage of mugratory species captured was
13 4 % n each park for the project period In many
areas, 1t was not possible to lay mist nets because
of the intense rain (which could harm the birds)
during the study perod, 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 n both parks and in other
protected areas throughout Panama

V-10 THeE NATURE CONSERVANCY

» It 15 an important discovery for ANCON and the
birding community that we found the nest hatchlings
of the Southern Lapwing This may be the first 1. 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 1s that these birds may now be breeding
in Panama Lapwings were again spotted in the second
section of the study pertod 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 1s your very

best prospect to solicit for {uture 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 Sct target dates and
deadhines to achieve steady progress Above all, always
be clear clear about your needs, clear apout the basic
objectives of your program, clear about your donors’
interests, clear about what you can and cannot do with
your donors’ money #
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INTRODUCTION

any fundraising veterans say that the secret
of fundraising success 1s simply this select-
ing the nght person to ask the right donor,
in the nght way, for the nght amount, for
the nght reason, at the rnight ume While all these factors
are important, the most fundamental ingredients 1n 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 ime 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 ume
This chapter covers some of the basic differences and
approaches to three major categones of donors (1)
Individuals, (2) Foundations, and (3) Corporations
A case statement and case study that exemphfy success-
ful fundraising strategies are included at the end of the
chapter Details for wniting proposals, useful for all
tvpes of donors, but parucularly geared to foundations,
are included in Chapter VI1,“The Art of the Foundation
Proposal " In addition, additional information about
approaching corporations 1s included in Chapter
VI, “Corporate Fundraising and Cause-Related
Marketing " #

INDIVIDUALS

n general, individuals are the easiest type of donor

to raise money from This 1s 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 n securing a
gift 1s 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 nght away usually fall
into one of two categories The first 1s the exceptionally
busy and wealthy person, with whom you know that
you are not likely to get another meetung unless you
explain exactly why you're there The second—and usu-
ally much less difficult—s the person who knows your
organization well, 1s already involved with it or 1s a
friend or relative of someone who 1s 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 “com-
fort level” that mst be reached 1f he/she 1s going to
make a gift It 1s your job as a fundraiser to help donors
reach their comfort level, and you do that with a three-
step process

VI-2 Tur NATURE CONSERVANCY

A. Inform and Educate the Donor

B. Inspire the Donor

C. 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 1s 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 interests You shouid tnen hsten to the
donor’s incerests, and politely ask ques 10ns and provide
information relevant to the donors in‘erests Then you
can mentally assess what o1ganizavonal nceds the donor
might respond to

Patricia Leon Melgar, Director of Development for
the Fundacion Peruana para la Conservacion de la
Naturaleza, goes to every meeting prepared with several
requests or needs Patricia advises, “The best strategy
with the potential individual donor 1s to give a brief
introduction and then ask his preferences, make him
talk, and listen, because 1t can give you clues as to how
to focus your request * A good way to do thus 1s to guide
your conversation from a general background and t+«
prospect’s interests to the specific concern you think 1s
most likely to fit the prospect’s needs Patricia also notes
that when fundraising from individuals in developing
countiies, 1t’s important to stress that conservation 1s an
investment 1n the future, for the next generation “With
short-term 1ssues 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 1s a httle more difficult
to truly inspire each donor you meet The best way 1s 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 15 1 project
with a story directly related to the succes ot 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 every person jump out of his/her
chair Some people will be inspired only after five or six

personal visits (and may not ever show 1t) But you
e @

2
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should never stop improving, refreshing and refining
your presentations You want to be able to deliver a pre-
sentation that inspires you as you give 1t, because your
enthusiasm will show and make the difference Now,
you have educated and inspired the donor Its ime to
take the third, most criuical step the request

SINCERELY ASK THE DONOK
TO HELP MAKE A DIFFERENCE

This final step 1s the hardest for many people, no matter
how much experience they have had The best fundrais-
ers on Earth sull feel their adrenaline pumping and a
knot 1n the put of their sto nach when they do 1t But that
1s natural—don' let 1t deter you! Remember, you are not
asking for anything for yourself You are offering some-
one the opportunity to invest in a worthwhile endeavor
After you've informed and inspired the prospect, you
mught say “Would you consider a gift of [specific
amount| to save the Amazon River?” (or a similar, active
phrase that expresses what the gift will do) Then wait
for the person’s answer

The Operations Support Request

There 15 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,
explaining that funds must be raised each year to meet
the costs of their work You can also make the need for
operating funds more compelling by describing a worth-
while project, for example, that would not be possible
without the support of the organization’s infrastructure
(whether 1t’s an office or a vehicle, a staff member or
computer software)

When making a request for an operations gift, make
it as specific as possible “Would you consider a gift of
$10,000 to help the Nature Foundation’s community
development program continue 1ts success this year?”
(Of course, you've just spent five minutes describing its
success n detail and telling a dramatic human story of
how 1t has made a difference ) Remember, you have to
inspire the donor, merely asking someone to “support
our operations” 1s not very compelling #

FOUNDATIONS

any people believe that foundations are the
second eastest type of donor In general,
however, getting a foundauon grant takes
more time and effort than asking an indi-
vidual for support You have to follow a different set of
rules for each foundation, and tailor a proposal specifi-
cally to meet 1ts mterests It can iake a year or more from
the time you start to get an answer But as with any
donor, the bigger the potentiat payoff, the more ime you
should be willing to spend n culuvation Large founda-
tions, therefore, are often worth the effort
Best of all, with a lttle research you can find medi-
um-sized foundations that will entertain the same (or a
shghtly modified version of your) preposal The most
important advice to remember when planning your
foundation fundraising 1s this “Don't put all your eggs
In one basket " If you are going to spend the tine need-
ed to prepare a good proposal, you should 1dentfy five
to ten foundations that will consider 1t You want to get
the maximum possible leverage (and payofi') from your
time An extensive section on preparing effective founda-
tion proposals 1s provided 1n the next chapter #

CORPORATIONS

orporations are usually the most difficult type
of donor from which to secure major support
They typically requiie a large investment of
time 1n meetings and presentations, and long
cultivation periods In addition, some corporations have
complex decision-making processes, and 1t can take a
long time to get a grant approved The exceptions to this
rule are typically corporations that need “green” publici-
ty Automotive, oll, gas, chemical and agncultural com-
panies are examples Other industies to consider are the
travel industry (especially cruise lines) and the food and
beverage industry
Why does corporate fundraising take so much time?
It can take several meetings to discover and meet the
people who actually make the decisions about corporate
contributions Then you have to cultivate these people
Eventually, you have to write a proposal Sometimes the
results are great, but other umes 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
Thus 1s not to say that you should not target corpora-
tions as prospects, but you should choose your potential
partners carefully, investing your time where 1t 1s likely
to have the greatest return Choose stable companies
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whose earnings and leadership are considered sohd

As with individuals, the personal impression you
make with corporate decision-makers 1s 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 1s shared by both
organizations And the second most important factor—
which 1s more difficult to define—is the rapport and
business relationship that grow between representatives
of your orgarization and representatives of the corpora-
tion Refer Chapter VIII on corporate fundraising for
more information #

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 orgamizauion For all donors, remember
your fundraising ABCs—educate, mspire and ask!

The following sections provide examples of success-
ful methods for fundraising from individuals, founda-
tions and corperations The Mbaracayu case statement, a
joint effort between Paraguay’s Fundacion Moises
Berton and The Nature Conservancy, 1s included as 1t
has proven very successful in the US This case state-
ment, like many others, was targeted to U S donors and
written in English Nonetheless, in any language, a casc
statement 1s useful for all types of donors, to introduce
them to your mussion and your project This case state-
ment 1s rendered more attractive and insprrational by a
sertes of beautiful color photographs that accompany
each section of text 1t 1s also packaged as a small book-
let with a colored front page, thick paper stock and a
map, all of which make 1t an extremely appealing case
statement While we cannot replicate the whole booklet
here, the text alone both educates and 1nspires all who
read 1t
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The case study enutled “Campaign fur the Galapagos
Islands” was organized to raise sigmficant gifts from
individuals This campaign was included in previous
editions of the manual While several new campaigns
have been undertaken since that ume, including the
major Brasil Verde Campaign, the Galapagos Campaign’s
conclusive results and final reports make 1t particularly
useful and inspiring We have also kept this campaign n
the current edition as more 1ecent campaigns that target
individuals are based upon the same strategies for suc-
cess Two additional campaigns are included in Chapter
IX,*Publicity Campaigns with a Fundraising
Component”, but they are not primarily fundraising
campaigns as they have a high publicity ane® environ-
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 #
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FUNDACION MOISES BERTONI* THE MBARACAYU PROJECT

“Nature 1s the best academy of ife to under-
stand one must learn m the academy of the
forest ” Mascs Bartont (1852-1929)
Paraguayan Naturalist

he lorests of Paraguay are almost gone

Sadly, we have learned Tutle about the
litc they harbor—and won't unless the
destruction 1s hatted One last opportanity
remains to save a sigmbicant forgst m east-
ern Paraguay

The Mbaracayu tract of 143,000 acres
of motst tropical forest 15 fot sale 10 com-
metaal interests These imterests will
destioy the forest and convert the land o
soya and cotton farms if given the opportu-
ity The forest will become a tiologieally
harren wastdland, indisinguishable from
the thousands of squarc miles of detorested
laud in castarn Paraguay and adjoining
southan Brazil

The Fundacion Morses Bertont has
tahen onan unprecedonted and ambitions
chellenge to acquire and protect s last
large ract of prvately owned dense
humid, subtropical *orest in Paragnay The
Mbaracayu project 15 an dliont to cnsuie the
long-term cuftural and ccononue survival of
arich and biologically diversc arca liisa
unique opportunity to share m the protec-
tton of Moises Bartoni s academy, for the
people of Pataguay and the world It 1s an
investment in global consenation

The Threat 10 Paraguay’s
Natural Hentage
shartng horders with Bolivia to the north-
west, Argantina to the south and Brazil to
the northeast and east, Paraguay 1s a land-
locked naton roughly the size of
Califorma—recently awakencd to the need
to conserve 1ty natural heritage

Demand lor agncularal lind and the
needs of landless peasants are rapidly con-
suming the remaiming forests of castern
Pataguay Each year 250,000 acres of forest
arc lost through logging and uncontrolled
agricultural development Lands adjacent 1o
the Mbaracayu Forest in Brazil are almost
completely dccupied and ddforested This
destructton has threatencd the esstence of
over athird of the country s wildiifi—some
species have not been seen in 10 years
Within the next 15 yaars, all natural forests
i the eastern thard of the country will dis-
appear—forcver—unliss action 1s taken
now

The Mbaracayu Forest

The importance of the Mbaracayu Torcst
cannot be exaggerated At 143,000 acres n
size, 1t 1s the last large temnant of dense,
hunnd, subtropical forest in Paraguay
Located in castern Paraguay, bordering
Braai, the property 1s roughly rectangular
tn shape, « ppronimately 12 by 18 miles 1n
stize Naturalists have wdenufied nineteen
natuial plant communities contaiming a

wide representation of endemic plants and
animals Wildhfe now ¢atinct or severely
endangered in other regions thrives in
Mbaracayu These includc jaguar, puma,
tapr, peccary gant armadillo and the rare
bush dog Birds such as the king vulture,
large macaws and the endemie bare-throat-
d bl bird all ind sanctuary in the forest
anopy

Saveral speaies of the Craadae fam-
ly—bare-faced curassaw, blach-fronted
prpmw-guan, and their allies arc seer, an
nd cation that the land has been altered
o'y shightly and 15 not subject to tensive
Funting presstre

Dr Alwyn Gentry of the Missoun
Botanical Gardens has confirnied the bio-
logical richness of the area He has stated
that v 15 probably the most signihicant
remaining cxample of Alto Parana forest
type and includes spectes found in the
largely destroyed Atlanuic Forest of Brazil
He has idenuhicd the Atlantic Forest as one
of the world's tcn hughest prionties—global
biodiversity hot spots’ —requirtng imme-
chate conservation action

The People
The protecnion of Mbaracayu 15 crucian to
the preservation and health of people as
wll the floraand fauna The land 1s the tra-
dnonat hunuing grounds of the Ache, an
widhgenous tribe of hunter-gathercrs, only
1ecently brought mto contact with the out-
side world Prior to contact, they hved in
the jungle, avording the modan ‘avilized”
world In the distant past they had been
hunted by the outside world, and then
women and children carnicd off mito slay -
«rv As the forest was destroyed therr hveli-
hood was lost, and i 1978, they were
1ounded up by the army and moved to two
settlements near the Mbaracayu These peo-
ple depend on the wildlif,, plants, and
frts of the forest [or sunival

The contmucd tradiional use of the
Mbaracayu for subsistence by the Ache 1s
an essential land management objective of
the Mbaracayu project This project will
provide traming to the Ache as patrolmen
and game wardens for the rescnve, and as
guides to researchers and ceotoursts in the
arca Inaddion, the project will fund the
purchase of agriculural land which will be
ntled ro the Ache

The Mbaracayu project will also
ivolve other communitics in the adjoining
Lands to improve agncultural productvity
and cconomic condinons The poor and
1solated farming population large by culuvate
soya, corn, cotton and tobacco  This mono-
culture leaves the fragile soth nfcrole after
two to three years and forees the farmers to
deforcst new lands These communiies
have had Itle or no contact with agricul-
turc or lorestiy (stenston agencics and
thercfore tack knowledgc of altcrnan e
tcchnologies, disersification of crops, prop-

er use of chemicals and soil and water con-
servation techmques

The project will provide the settlers
adjacent to the Mbaracayu, with the oppor-
tunity o tncrease their own productivity
and quality of hfe while protecting the
Mbaracayu Forest, and 1ts natural resources
for present and fuvire generations

Fundacion Moises Bertoni
Providing Soluuions
In January 1988, a gioup of Paraguayan
private atizens deaded to act on their con-
cern for the acceleraung pace of deforesta-
ton n their country Recognizing that the
governn.ent did not have the resources nec-
essary to protect the remaining natural
[orests of Paraguay, they formed the
Fundacion Moises Baitoni para la
Conscrvacion de la Naturaleza (Moises
Bertoni Foundation for the Consen ation of
Nature), named to honor the world-
renowned Paraguayan naturahist The
Fundacion Bertoniis legally registered
Paraguay as a not-for-profit organization

The mission of the Fundacion Bertom
1s the preservanion and conscn ation of the
country s biodiersity i harmony with the
sustainable soctal and economee develop-
ment of Paraguyy  The increasingly success-
ful work of the Fundacion Bertont focuses
on lour myor goals
« Fxpand the system of protected areas 10
indlude examples of all major habiats
and large ecosystems,
Promote public and private efforts to
protect extsting and create new nature
resenves and wildhfe habitats,
Develop a national awareness of
consenation issues and nurture an
cnviroamental cthic i the people of
Paraguay,
Increase public and private financng
ol conservauion actions that will sustain
the country s future social and econonue
development

In just three years, the Fundacion
Bertont has beconme the leading conserva-
tiun organization i Paraguay, and 1s recog-
nized as a national authority on conserva-
tron and environmental 1ssucs 1t 1s imple-
menting cnvironmental awareness pro-
grams at the national level, promoting pri-
vate land conscrvation, and providing
direct support and traming to the natonal
park scrvice Tt also works with local com-
munities near protecied areas to organize
consenation acttons and to adopt sustain-
able Lind-use practices The most ambitious
land-saving project of the Fundacion
Bertonn 1 the purchase and protcction of
the Mbaracayu Forest

The Strategy

The first step in the strategy of the
tundacion Bertont was to {orge a nattonal
consensus that the Mbaracayu forest should
continued on nest page
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be kept intact and wanaged as a nature
reserve In perpetuity In advocating the
protection of this land a complen serics of
1ssues were faced, the traditional use nghts
of the nauve peoples, pressures for devel-
opnient, the need for improving the land
use of surtounding nhabitants These cha,
lenges are being met through the efforts of
the Fuandacion, which has enlisted the sup-
port of the Prestdent of Paraguay, key legis-
lators and yovernment officials, local lead-
ers and tie peneral public

The second step was to reach a sales
agreement with the land owner After three
years of negotiations, the Fundacion and
The Nature Conservancy have reached an
agreerrent to purchase the Mbaracayu from
the International Finance Corporation of
the World Bank The Corporation reduced
tts sellting price from $7 million to 32 nul-
hon, upon condition that the Fund vion
would dedicate the land as a permanent
nature reserve, managed for the protection
of 1ts wide vanety of flora and fauna

To maintain the Mbaracayu Forest in
its natural state, the next step was the cre-
ation of a private nature reserve recognized
by the tovernment of Paraguay In June
1991, ain unernational agreement wds
signed by the Fundacton, The Nature
Conservancy, the government of Paraguay
and the United Nauons, whereby the
Mbaracayu would be the core area of a larg-
er conservation unit, an mternational biore-
serve The plan includes a program of eco-
nomic development of the nerghboring
local communities in the area based on sus-

G S AT -

FUNDACION MOISES BERTONI

tainable use of the natural resources and
protection of the Mbaracayu Also m:luded
1s a design for a public awareness campaign
aimed at enhisting the participation of land
owners and residents for support ol the
Mbaracayu as a biological reserve

The Need

This major capual fund drive 1s the lirst pni-

vate sector campaign in Paraguay undertak-

en to acquire and protect one of the coun-
try's richest and most diverse natural areas

The Fundaci6n Bertom has taken the lead

in this endeavor, and a fundraising goal of

$3,750,000 has been set Of this,

+ $2,000,000 15 needed to purchase the
Mbaracayu property from the
Internattonal Finance Corporauon,

+ $1,000,000 15 nceded to endow a trust
fund to meet the costs of protecting the
nature reserve, anJd

+ $500,000 15 needed to purchase an
adjacent property to be titled 1o the Ache
enssuring the survval of their ulture
and traditions

The balance 1s needed 10 mee the -
nial capntal costs of land protection, wnd the
implementation of sustainable development
and outreach programs among the Ache
and other local groups

Imual response to this fundraising
effort has been strong Over $2 850,000 1s
pledged The Untted States Agency for

International Development granted

$500,000, and the government of Paraguay,

$100,000 AES Corporation put forward a

challenge grant of at least $1,500,000, and

THE MBARACAYU PROJECT CONTINULD

a private donor pledged $750,000

The balance to be raised — $900,000
— over the neat :2 months With the sup-
port of foundations, corporations and nd-
viduels throughout the world, the
Foundanon Moises Bertoni and The Nature
Conservancy are confident that this enitieal
natwal area will be preserved and the flora,
fauna and people inhabiting this land wall
continue to thnive successfully

For more mformation on how you
can support the protection of the
Mbaracayu forest, contact

in Paraguay Raul Gauto, Exceutive Director
Fundacinn Moises Bertoni Casilla 714,
Asuncion, Paraguay

Tel (595-21) 25-638

Fax (595-21) 212-386

in Great Britam Dhane Espinoza,

Board Member

6 Wilton Crescent, London SW1X 8RN,
United Kingdom

Tel (44-71) 235-7555

Fax (44-71) 235-7287

mthe US Alan C Randall, Board
Member, Fundacion Moises Bertont,

c/o The Nature Conservancy

1815 N Lynn Street,

Arlinglon, VA 22209 Tel (703) 841-4882
Fax (703) 841-4880 #
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“CasE Stupy

b

THE CAMPAIGN FOF THE GALAPAGOS ISLANDS
TARGETING INDIViIDUAL DONORS

(Based en a prosentatton by Ashley Boren,
Durector of the Campuagn, at The Nature
Consarvancy’s Skills Traming Wedk, July
1988)

he Campaign for the Galapagos Islands

was a two-year fundrasing campaign
sponsoted by The Nature Consenvancey W
succeeded m rasing a $1 5 mulhion endow -
ment for the Charles Darwin Foundation
and 1ts Rescarch Statont The campagn
began m 1986 and conctuded n April
1988 All funding has been sent to the
Charles Darwin Foundation in the
Galapagos Islands

[he campaign cmployed three full-
tme personndd director Ashley Boren, a
sceretary bascd in Washington, D C |, and a
representative in Galapagos

The fundrasmg process had two
ponts of cmphasts In the United States
the dircctor of the campaign and members
of thc Campaign Conumutiee sohated tunds
i traditional ways from individuals, foun-
dations and corporations In the 1slands
the representatne had contact with visiors
nforrmng tham of the brological impor-
tance of the slands and the work ol the
Station He devised a system to register the
names and addresses of all visitors 1o the
islands

Onc of the most important factors lead-
1ng to suceess was the leadership provided
by the volunteer comnuttee chosen as duce-
tors of the campaign The mentbers of this
committee, all very mflucnnal peopl,
senved as the campaign s first donors, host-
ed socual events where potenuial donors
were cultivared and ntrodueed Ashley to
therr ficnds and assoviates for presentaaons
about the campaign The idenuhicanon of
potenual membets of this comnuttee, and
persuading than to s, was a enical step
in the campaign The commtee induded
Leuadors President and Minisier of
Agniculture, the Secretary Emenitus of the
Snuthsoman Institution, s MDillon Ripley,
who was charrman of the commutted, chidd
ovecutinve officers of mulunanonal corpora-
uons and promi.ent scieatsts and acade -
mics Besides lkending credibility o the cam-
paign by allowsug thar names to be used in
connection with 1t thie group was able to
open doots or the qalf, allowing them 1o
meet and talk with people whom they could
not have made contact with on their own
Many of the commutice s members had vis
ited the Galapagos Thus the members of
the comnuttee were able to present the
campaign based on ther own personal
experience

In a sense, the Galapagos are an ideal
focus for a campaign of this type because a
vistt to the 1slands 1s typically very long and
expensive, and thus all those who visit can
be presumed to hwe both a farly strong

interest in natural history and conser ation,
and the abihty 10 make a substantal contr-
bution So the placement of a stalf person n
the islands to meet visitors, give presenta-
tions and get to know those who would be
the best potennial donors, had a good prob-
ability of paying off Somc visitors, told dur-
ing thar visit of the ongoing campagn 'o
buld an endowment for the Research
Station, made on-the-spot comnutments to
support the campaign Others added therr
names to the hst to receive more mlorma-
tion " When the representative sent hists of
visitors to the staff in Washington, thesc
lists were already annotwed with whatcver
information the representanive could pro-
vide The Washington staff then checked
thesc lists against lists of people who had
already made donations to The Nature
Consenvancy, and against standard reler-
ence books Members of the commuttee lso
looked at Tists of visitors to pomnt out those
who nught be good prospects for large gifts
With the committee s help, the U S staff
made appomntments to visit those recent
tavcders who nught give substantal dona-
tons, and sent follow -up letters with addi-
tonal information and requests for contri-
butions to the rest

the very conarte focus of the cam-
pagn—bulding an «ndowment tund tor
the Charles Darwin Foundation—proved to
be hoth an advantage and a disadvantage It
madc for dear and diccct presentations, and
1t was cass for potential donots to e vadt-
ly how thar moncy would be invested
However as arule, endowment funds are
the most difficult to rase: Many mdividual
donors prefer, and many foundation donors
requuire that thar contibutions be used to
actually achicve the stated purposes i a
given peniod of tme rather than invested 1o
provide a rclatvely small flow of inconic
frominterest

Another important prehnunary step
was o prepare astrategle plan for the cam-
paign, idennfying its goals, the method
Ashldy would use to achieve them and the
ume, personned and budget she would necd
to doso The plan was revised cvery sin
months but cven m ws minal rough draft, u
was an important tool for recristing mem-
hers of the leadership comnutiee and solic-
ing the first donations  Following the rule
of thumb that the compagn’s adminstiauve
costs should not cxeeed 10% of 1ts total
goal, Ashley planned har operations budget
at 5150,000 masimum for the 15 nuthon

ampaign This $150,000 would have to

inddude her own salary and the salanes of
her staff, her costs for brochuies, trips o
s1sit donors, matlings and so forth

Recognizing that her time and
1esources to contact donors would be limt-
ed, Ashley knew that she would have to
make the most of each contact To begin,

she dectded to look for a donor who could
give substantial portion of the campaign
goal in a single donatton It seemcd chffi-
cult, 1o be sure, but no more difficult than
finding and asking hundreds or even thou-
sands of people 1o each give $1,000 Ashley
deaded to scek two to three donations of
more than $100 000 each, fiftcen to thirty
$15,000 - $50,000 gifts, and the remainder
m small gifts ($35 - $1,000) In each cote-
gorv except the last, her task was to
rescarch and then make contact wath people
and institutions that could niake donations
of the indicated stze (small donations were
solicated by mass mail) Structuning ha
prospect hist according to the size of dona-
tion she would be soliciimg also helped her
organ <c her ime and priorities, making
sure th at she gave encugh time and atten-
ton to ber best prospects for large gifts

Her first challenge was to dennlfy that
Dist large donor and determune how to
make conteet She dectded that since the
Galapages arc an Ecuadonan natonal park
ad many of s visitors are from the United
States, the il contribunion should be
made jontly by the governments of the
United States and Leuador She first solicit-
ed a matching grant trom the U'S Agency
for International NDevelopment, then
recaived the matching funds from the
Lcuadonan government The towal from the
two governments was 300,000 Secing the
Lo governments' partieipation encouraged
Texaco, a wellknown corporation which
does a lot of business i Ceuador, to follow
with a $100,000 grant Fach of those large
donations was solicited indinidually, with
personal visits 1o the appropriate represen-
tatves and a proposal wrtten specfically
for the particular msurunion: The fact tha
these onginal large grants covered the cam-
paign s opcrating costs cnabled the staff to
begin infornung all potential donors that
very penny of their contabution would go
ducatly to the project (the endowment)
and not to admimistration This proved to
be a po vertul sctling ool

When she had her requests for thesc
large donations in pracess, plus indinidual
requests 1o her commuttee memnbers, Ashley
was ready 1o prepare publications and
I~unch the campugn pubhcly She hied
her stafl, produced a brochure descnbing
the islands, thear biological importance and
the campaign, and wiote a longr ‘case
statement” with more detals about the
campaign, beautitul color photographs
which were pasted by hand and a
detaifed budget idenulying the Rescarch
Station s projects and necds that the cam-
paign would support The case statement
was presented personally (by Ashley or by
a member of the commutted) 1o donors who
nught give large sums The brechure, with
connnued on nest page
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FTHE CAMPAIGN FOR THE ~ALAPAGOS ISLANDS CONTINULD

a cover letter signed by Secretary Ripley,
was sent to all visitors after they had
returned home More than 25% of the
visttors solicited responded, giving some
$100,000 in small contributions less
than $1,000 each) Howcver, the major
part of the staff's time was spent in con-
tacting magor dunors

Althou_ n there were a fow substan-
uat donations from governments, corpo-
rattons and foundations, most of the
donors to the endowment were individ-
uals Some of them were people who
had not alrcady been donors to the
Conservancy beforc the Galpagos cam-
paign began (One of the condinons
established at the beginning of the cam-
paign had been that Ashley was not o
contact donors who were elrcady hang
culnated or solicied for gifts to other
programus of the Conscrvaney ) To find
new donors, Ashley her staff and bcr
committec conducted extensive
rescarch Tney began with all their own
fnenrs and associates who had visited
the istands or expressed aninterest in
them Some people came to the staffs
attention when they responded 1o a mail
appeal with a rather large check (51000
or more) In thiesc cases Ashley or her
staff would call to thank them personally
and try to find out more about thar
nterest, 1 case they might make anoth-
cr, larger contnibution later on - The
campaign hept extensive files on cach
donor and potential donor, so that who-
«ver made the soliatation would have as
much information as possible belorc
making the request

Ashley dhd much of the calling on
donors hersell She points out that the
attitude she prescnted 1o ¢ se notential
donors was very imponant, even though
at first her job was hard A year after the
campaign had started, with the big go -
ernmental contributions still in process
and not yet 1n, she had raiscd enly about
10% ol her financial goal, and yet it was
important to ¢ravinee each of the poten-
ual donors that their contribution would
fuel a successful campaign, one that was
sure to achieve 1ts goals, and that the
contnbution about to be requested was

an important step toward success This
she did, and events ulumately proved
her nght sull, i was her own belief in
the cause and i the campaign that
cnablad her to proceed conhidently and
successfully

The process of cultinaung cach
potenttal donor sometimes stretched out
over a considerable tme Usually Ashley
worked with a member of her comnuttee
(o gt an appointment to see the poten-
nal donor Somctimes this would mean a
note sent by the committee member
asking the potential denor as a favor 1o
have a mecting with Ashley and tething
him/her to expeat Ashley 1o call for an
appomtment Sometimes, 1 the case of
very important, very busy people, the
comnuttee member would make the
appomntmient for Ashley or actually come
along on the viaie (The sceretanies of key
members of hor commttee became
mportant allics, prepanng many letters
for their bosses signatures tequesting
that a colleague iind ume o sce Ashley
when she catled for an appointment )
When making the appomntment Ashiey
usuatly stated that her purposc was “to
ask advice” about the Galapagos cam-
paign (It would have been much harder
to get an appointment to ask for
moncy’ —-it 15 (xtremely important 1o
wat for the nght moment to address the
question of moncy—and she did indedd
want advice as well)

Ashlcy didnt simpls wait for the
nght moment to ask for a contnibution
She worked acuively to ereate it Making
her first visit to a potential donor, 1o tell
him about the campaign and ask his
advice about campaign tactics and
potential donors, she looked for oppor-
tunities to speak to that person about his
interests in nature and consen ation—
perhaps commenting o a picture or
memento in the office, a mutual friend
or colleague whom she knew who had
visited Galapagos cte Semeumes she
asked 1t the potenual donor would be
interested m making a tnp to the
Galapagos (the campaign offered group
tours, charging enough to cover costs)
Somc potential donors wouid be invited

1o social events where they would nun-
gle with scveeal of their peers who had
contributed to the campaign The larger
the dollar amount being sought, the
more cultivaiton was carried out In cach
case, Ashley used a serics of contacts,
first to huild a sense within each poten-
tial donor of intcrest 1n the campaign
(ash hir to do somcthin 1, introduce
hcr to sumeonce dse so they would feel
morc imvolved) Nest shic helped build
imolvement and concearn with the future
of the 1slands, and confidence 1n the
campaign and the work of the Rescarch
Station as strong vehiddes to achicve the
desirad outcome ot conscrvation and
continued saentific rescarch Onee this
was achieved, the moment was night 1o
ash for a contnbution

When the moment came to make
the request e required a judgment call
whcther Ashley should make the request
or whether a member of the commutice
should accompany her 1o make the
rcquest imsell Almost alt major contni-
hutions were requested 1n person
Whoavcr made the request ashed for a
spectfic amount Sometimes the donot
would give that amount, sometimes he
would gine a smallcr amount and some-
ume ~ the potential donor would decling
Ashldy made a point never 1o leave with-
out asking for something—could the
person perhaps suggest names ol other
peoplc who mught be interested in par-
ucipating in the campaign, or might he
host an event at which the campaign
could be presented?

Agam, Ashley s positive wtuitude was
her most important ool Her own behiel
in the campaign made 1t possible for her
to approach potential donors with the
confidence that what she was ashing was
worth her imce and theirs, and that her
request was actua'y a way of offering
donors an opportunity This same confi-
dence helped her deal with negane
responscs and come from each meeting
with something for the campaign,
whethcr that particular individual had
made a [inanaial contribution or not #

VI-8 THE NATURE CONSERVANCY



RESOURCES
FOR SUCCESS

" Chapter VIl

The Art of the Foundation Proposal

Whriten by
Ruth Norns, Enn Castelh, Beth Chung
The Nature Conservancy

Contnibutors
Cnsuan Vallejos, Fundacion Amigos de la Naturaleza, Bolivia
The Development Department of Fundacién Ncotropica, Costa Rica

NJJJ’&*

Consérvancy.

LATIN AMIRICA
AND }(’;‘
CARIBBEAN PROGRAM



RESOURCLS 1OR Success 1993

Chapter VII

The Art of the
Foundation Proposal

TABLE OF CONTENTS

Introduction

Foundations

Procedure for Making a Foundation Request
What 15 a Successful Proposal?

Gathenng the Information You Need to Start
The Budget
Sutt the Format

General Proposal Format
Executive Summary
Need for the Project
Goals and Objectives
Qualifications of Your Orgamzation
Methods
Funding Necessary from Other Sources
Budget

Some General Suggestions

Conclusion ..

Listof Foundsons  .... ... .... ........

THe NATURE CONSERVANCY VII-1

PAGE

i



RESOURCES FOR SUCCESS 1993

INTRODUCTION

he Self-Sufficiency Program has consistently
encouraged skills development in proposal
wnting and grantsmanship to assist Latin
Amencan and Caribbean nongovernmental
orgamzations (NGOs) n tapping into important U S
and nternational foundarions for support While pro-
posals are often written for U S foundations, they can
also be a major vehicle for attracuing tke attention of cor-
porations, foundations, individuals and gove: zirrental
Institutions 1n your own country
This chapter includes guidelines and examples for
writing a complete, weil-planned tunding proposal
While the text refers to the standard format most com-
monly used for foundation proposals, this model 1s also
excellent for proposals to major individual donors and
corporations Some of the new 1deas for this chapter
were introduced by Victor Hugo Naranjo during a pre-
sentation on proposal writing .t Conservation Trainng
Werk 1993  Victor Hugo Naranjo and other stalf of the
evelop ment Department »f Fundacion Neotropica in
Costa Rica also thoroughly resiewed early «ditions of
this chapter The actual case study examples used
throughout this chapter are excerpts from a suc-
cessful proposal developed by Cnistian Vallejos
of the Fundacion Amigos de la Naturaleza (FAN) 1n
Bolivia #

FOUNDATIONS

oundations are the answer to every fundraiser’s

prayer After all, they're in the business of grant-

ing money to deserving organizations hke yours,

so you don't have to feel awkward or embar-
rassed about asking Just write yoursell a good proposal,
send 1t n, and wait for the check to come in the mail
What could be more straightforward?

As the matenals included in this section will show,
the process 1s somewhat more complicated than that
Just as with any other potential donor, you will have to
invest a considerable amount of time n research to
determine which foundations are the best prospects for
funding your programs, and which of your activities will
appeal most to these foundations Compeution for foun-
dition grants 1s intense  Most foundations receive many,
many more proposals than they can fund The process 1s
olten lengthy, and 1t 1s not unusual for two or more years
to elapse from the time of yout r first contact to the day a
check arrives

Therefore, foundation funding 1s appropriate only for
needs that can be foreseen well in advance Most foun-

VII-2 THi NATURT CONSFRVANCY

dation funding is not renewable for more than a year or
two, and so should be reserved for p1ojects 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 grant upon which they had become dependent
ran o, leaving them with no alternative but to lay off
stz.f ard shut projects down As a rule of thumb, 1t 1s
not wise to depend on foundations for more than a
quarter of your income The Nature Conservancy
receives some 11% of its funding from this source

We should start by clearing up some confusion
which has arisen over the use of the term “foundation’
In this chapter we use the term “foundation” to refer to
grant-giving, private-sector entities that provide financial
support to different activities Usually these foundations
make grants based on formal requests (proposals)
Typically you can recogmze them because their names
will include the word “foundation,” “fund” or “trust ”
However, and this 1s the confusing part, some other
types of organizations also use these terins World
Wildlife Fund, W Alton Jones Foundation and The Pew
Charitable 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 1ts own The point—use a
directory! Consult the Foundation Center or Foundation
Durectory, or other reference matenals 1dentified in this
section, and then call or write t.ie foundation to be sure
you understand 1ts programs before you invest your
valuable time preparing a request

The procedures for making a foundation request,
and tips on proposal writing, contained 1 this section
represent the best advice of experenced fundraisers But
they are not hard-and-fast rules for any parucular pro-
ject or foundation Most foundations have established
procedures that grant seekers are required to follow 1t
always a gond 1dea to write and ask for a foundatien’s
gwidehaes and an annual report, which will tell you
what projects the foundation has supported in the previ-
ous yed~

This chapter concludes with a reference list of select-
ed foundations and sources ol information about foun-
dations All of the reference materials cited pertain to
US foundations that make international grants Do not
forget to research donor foundations based 1n other
countries, especially your own #

»
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PROCEDURE FOR MAKING
A FOUNDATION REQUEST

1 Research the foundauon and its interests A short hst
of foundations that makes grants [r conscrvation
projects 1s included at the end of this chapter You
can also consult The Foundation Directory, The
International Foundation Directory, Taft Foundation
Reporter, and other reference books You can order
these books from The Foundauon Center (see address
hist at the end of this chapter) or use Foundation
Center hbraries to research potenuial foundation
donors when you are 1n the United States Wnite to
the Foundation Center for information
2 Wnte a brnef letter to the appropnate foundation
official and ask the extent (if any) of the foundation’s
Interest In your programs
3 You may choose to follow up your miual letter with
a telephone call or personal visit to the donor founda-
tion Personal contact can help ensure your request
will “stand out from the crowd” of organizations
requesting funding But don’t make the mistake of
using personal contact to take the place of a clear,
concise, well-thought-out proposal International
travel for donor contact 1s an extremely expensive
venture If you plan to visit a donor, write or tele-
phone first to make sure that the donor 1s willing to
see you and the visit will be beneficial to you both
Then, before you go, revicw the points you wish
to make n the discussion
- State the purpose of your visit and the request
Describe the project for which a grant 1s requested
Suggest how the project might fit in with the recent
philanthropic interests of the foundation

» Justify the amount requested

- Outline the benefits or values your project will
produce, state 1ts current relevance, significance,
urgency, need

« Show why your instutution 1s well qualified to
undertake such a project Bring supporting maternals
such as annual reports, pictures and brochures of
successful projects

- Describe how the project has been carefully planned
for soundness and effectieness, and, 1f pertinent,
state by whom 1t was planned

« Take along your case statement or plan document

- Explain the quahifications of the person who will
adminuster the project Foundations most often
give to qualified people

- Promige to keep the 7. indation appropnately
informed on the use of any grant 1t may make
In fact, the points you want to make in your meeting
are more or less the sanie as what you will write in

your proposal The neat section will give more detail
on the process of writing your proposal But as you
prepare for your meeting, keep one more point in
mind Don't do all the talking yourself Listen Ask
questions Find out what interests the donor has and
what expenences he/she can contribute Let the donor
set the tone and style

4 Wnte your formal proposal #

WHAT IS A SUCCESSFUL PROPOSAL?

he answer to this one 1s easy a successful pro-
posal 1s judged not on 1ts bnlhance of wnting
and style, 1ts clanty and onginality, or 1ts perfect
descniption of your organizauion’s objectives A
successful praposal 1s one that gets funded Although in
this section we focus on the process of wniting, 1t 15
important to remember that no amount of virtuaso wnt-
ing will make your proposal successful unless you have
followed the basic steps of 1esearching your potential
donor, culuvating the donor and addressing your propos-
al to the donor’s specific nterests 1ts also necessary to fol-
low whatever gindelines the donor may have established,
meet his/her deadlines, and be sure to have all the neces-
sary attachments and documentauion Proposal writing 1s
only one step of the fundraising process descnbed i this
manual Your success in each of the steps will ulumately
determine the success of your proposal
Some organizations prepare a comprehensive proposal
or case statement that includes all their planned activities
for a period of one to three years This 1s a very useful
tool to use when you are unsure of a donor’s particular
interests and would like to show himv/her a “menu” as
part of the cultivation process, 1t can also be used as an
attachment to a specific proposal to show how the partic-
vlar project for which you are seeking funding fits into
your organization’s overall plan and budget A case state-
ment by Fundacion Moises Bertoni 1s included at the erd
of Chapter VI However, in almost every ciccumstance
requiring a formal proposal, the “general menu” will not
be enough You will have to prepare a more specific
1equest geared to a particular project that 1¢ within the
funding capability of your donor, with very specific
details about how you propose (o spend histher money
Some organizations also prepare a general proposal for
each of their projects This 1s a very useful thing to do
However, these general proposals should almost never be
used to make a specific request Instead, they should be
used as a draft from which you adapt an individual pro-
posal for submussion, taking care to address the particular
doners interests, and following whatever format guide-
lines the donor may have When you have a lot of pro-
posals to prepare, 1t may seem appealing to write a generic

f
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version and make lots of photocopies Indeed, 1f you do
that you'll get your proposal out to many potential
donors But the bottom line 1s success, and n the long
run you'll do better 1f you target a moderate number of
proposals for a tugh rate of success than 1f you “paper the
world” with proposals that have httle chance for success
Each proposal that you wnite 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 m wrt-
ing, via a formal proposal, but some do not accept propos-
als until they have reviewed an imual letter of inquiry
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, 15 usually a request made in person for a
speafic amount whose use you have explanied In some
crcumstances, where corporate or foundation guidelines
do not explicitly discourage 11, you rught send an unso-
heited proposal It can be a good way to mntroduce your
crganization 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 In gener-
al, however, ursolicited proposals have a lower effective-
ness rate than those that are a planned part of the eight-
step fundraising process discusced in Chapter V. So suit
your strategy to the source as carefully as possible #

GATHER!NG THE
INFORMATION YOU NEED TO START

1rst, you must have a project or other iunding

need wath clear goals and objectives Meet with

the project manazer and others involved with the

project so that you can be certain everyone agrees
about the who, what, when, how and why of the project
If there 1s disagreement on any important aspect of the
project, stop Don' even try to write a proposal, because
to move ahead without organizational consensus does
your group and potential donors a great disservice You
want to succeed, so take the time to discuss the 1ssues At
the end of this process, write down the project goal and
narrow down the project objectives to no more than five
Everyone involved should be comfortable with these, and
confident that they advance your group’s overall mission
The project objectives should be ambinous, but also real-
1stic and achievable As a final step, ensure that your
objectives are specific enough that you can lay out a bud-
get for them Thus will give you a sense of whether your
1deas are clear enough to begin writing them down

VII-4 THF NATURE CONSIRVANCY

THE BUDGET

The heart and soul of any proposal 1s the budget After
all, 1t shows exactly what you're asking the donor to pay
for! This 1s where you should start the process of writing
your proposal Woik with the project manager unul you
have a budget that 1s 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 projec’, for what ume
period, in what positions It should be clear what equip-
ment will be purchased and for what 1t will be used If
land 1s to be purchased, the budget should indicate how
many hectares or acres and at what cost If services ale
to be contracted (lawyers, accountants, wruers, consul-
tants), it should be clear what these services are and how
they support the project Travel budgets should indicate
who 1s traveling, where they are going, how many trips,
of what duiauon, specific transportation and per diem
expenses You cannot write good text until your budget
1s in order! We offer a bad example (Fig 1) and a good
example (Fig 2) to compare the differences

Ficurt |

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 1,700
Equipment 1,220
Trails 1,775
Vehicles 27,500
Research 12,000
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 1n good shape at this stage of the process Your
strategic plan will contain many of your project’s goals
and objectives Withou. 1t, you will have great difficulry
creating a budget like this If you have done your plan-
ning, you will find that the budget necds, and much ol
the supporting text you will need for the proposal 1s
already available to you This 1s yet another good reason
Lo prepare a strategic plan and keep 1t up to date!

Also, before you begin to write, gather as much



FIGURE 2

GooD EXAMPLE OF A SAMPLE BUDGET
Sea and Sky National Park Project 1993-1995 Budget
Equipping Park Guards for Management and Protection

Year | Year 2 Year 3 Total

Project director

Salary 18,000 20,000 22,000 60,000
Benefits 3,000 2,500 4,000 10,500
Subtotal 21,000 23,500 26,000 70,500
Preparation of map/guide

editonal consultant

(2 months at $300/month) 600 —_— R — 600
aruist fees 200 — —_— 200
printing 1,000 coptes 500 —_— 500 1,000
Subiotal 1,300 500 1,800
Office supplies for

park headquarters stalf

computer 2,000 —- — 2,000
printer 1,000 —_— —_— 1,000
diskuttes &

computer supplies 200 200 200 200
2 desks 300 —— —_— 300
3 file cabinets 225 R —_— 225
Subtotal 3,725 200 200 4,125
Freld equipment for

park guards (6)

2 tents 100 —_— —_— 100
6 sleeping bags 435 _ _— 435
6 pairs of boots 180 _— 180 360
6 rain ponchos 100 _— —_— 100
6 backpacks 225 — —_— 225
Subtotal 1,030 180 1,220
Trail construction/transport

fov volunteer crews

~o 30/mmle 225 300 250 775
lunches (30) 100 100 100 300
matenals for

construction of

treil markers 300 200 200 700
Subtotal 625 600 550 1,775
One four-wheel-dnve

truch for use by 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 navonal umversity

doing field work m the park 4,000 4,000 4,000 12,000
Subtotal 4,000 4,000 4,000 12,000
Communtty outreach two

workshops (20 people)

Stafl travel 1,000 1,000 1,000 3,000
Matenals 150 150 150 450
Pnnting/matlirg 100 100 100 300
Subtotal 1,250 1,250 1,250 3,750
Training for fundacton

staff assigned to project 1,400 —_ —_— 1,400
attendance at internattonal

park management semtnar,

June 1988, San José

Subscriptions 100 100 100 300
Subtotal 1,500 100 100 1,700
Project evaluation

consulrant fce — —_— 1,000 1,000
TOTAL $59,940 $30,650 $34,780 $125,370

material as you can that’s already been written about this
project or stmilar projects—correspondence, articles,
brochures, papers Look for articles hy respected scien-
tiste 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 vour proposal will
be addressed to Write to ask for the donors guidelines
for wniuing a proposal (most foundations will supply you
with this) A copy of their annual report will give you
information about the types of activities they lund, 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 pcople give to people Personal contact 1s
extremely important because even institutions give to
other nstitutions thiough people

SulT THE FORMAT
TO THE DONOR’S REQUIREMENTS

What follows 1s a general outline that includes most of the
types of informaticn a grant-giving foundation would ask
you to include in a funding request It will serve as a draft,
and 1n some cases even as a fimished proposal, but the
important thing 1s to find out what the donor expects and
follow that format! This will vary from donor to donor
Remember, a successful proposal 1s one that gets fund-
ed—and that means, besides being well written, that 1t 1s
subnutted on time, i 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
1s 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 senterice Ge:
help from an accomplished writer 1f 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 1est of your proposal, you still have diffi-
culty summanzing each section 1 a concise and direct
sentence (or two), consider the possibility that your pro-
posal teat 1s still not sufficiently clear and specific, and
consider revising the proposal itsell This section 1s
extremely important, because n the case of busy founda-
tions, it may be the only part they read as they “scicen”

Tut NaTURE CONSIRVANCY VII-5
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CHECKLIST FOR COMMUNITY RESOURCE PLANNING

EXSCUTIVE SUMMARY: AND MANAGEMENT IN AMBORO
NATIONAL PARK, BOLIVIA

« Belongs at the beginming of the proposal EXECUTIVE SUMMARY

= Idenufies the grant #pplhicant

« Includes at least one sentence on credibility “Pressure by human settlements upon protected areas in

Bolvia, and throughcut Latin Amenca, ts a major problem
that threatens the conservation of the impressiva biological
diversity that they shelter Whil2 implementation of pro-
tection enforcement measures s a necessary condition for

« Includes at least one sentence on problem
« Includes at least one sentence on objectives
» Includes at least one sentence on methods

» Includes amount requested in this proposal the conservauon of protected areas, 1t is not enough to deal
« Should be bref with the causes of increasing human pressures that threat-
« Should be crystal clear en them

This has been recognized by the Fundaci6n Amgos de
la Naturaleza (FAN), a Bolivian nonprofit foundation cur-
rently providing vital assistance to over 6 5 mullion acres ot
protected ateas n our country Fundacién Anmgos de la
Naturaleza has thus developed this proposal for

« Should be interesting

proposals If your summary 1s outstanding, you'll increase

the likelihood that your proposal will be read In addition, Community Resource Planning in the 1 5 mullion acre
when your proposal makes the final cut, you have made 1t Ambor6 National Park, an area of tremendous biological
easy for the staff to take a summary of your request to and social significance
their Board of Directors for consideration Foundation The Ambor6 Park project intends, over a three-year
staff will love you for this because 1t saves them work pencd, to reduce human pressures upon Ambor6 Nauonal
Here 1s a checklist you can use to go over that all- Park by motvating five peasant communties, located n
important proposal summary before sending 1t in the southern area of the park, to plan the sustainable use of
Remember that this, along with the budget, 1s the most 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 nianagement and settlers from other parks
through a workshop and the publication of a manual

critical part of your proposal Try to write it when you are
well rested 1t 1s 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 1t and write the summary And remember, For this purpose, Fundacion Amigos de la Naturaleza

the shorter 1t 1s, the better—never more than one page respectfully requests of the Foundanon $___,
Cristian Vallejos of the Fundacion Amigos de la representing 50% of the project costs This work repre-

Naturaleza from Bolivia shared one of his excellent pro- sents a hope for the future of Bolma's biological diversity ”

posals with a group ol participants at a proposal wnting
course dunng Conservation Training Week 1993 Their
assignment was to write an Executive Summary based
on the proposal The finished product below 1s a good
example of an executive summary

GooD EXAMPLE
OF A NEEDS STATEMENT

“Most protected areas in Bolvia, and throughout Latun

NEED FOR THE PROJECT America, are subject to increasing humran pressure which
threatens the conservation of their biological hentage This 15
because parks are being created without management plans, or

Yo : rtant question rojec
ur donor’s most important question about any project the financial resources to implement them, cnitical poventy lev-

you submut will be, “Why should we become nvolved els and restrictions to land tenure that push mugrants to settle
n this?” Begin by 1dentifying the problems—in the Ir. areas of high biological value and ecological frailty, and the
world, 1n your country, in your community—that your use of unsustainable technologies such as migratory agncul-
project will solve ture “T“S overgrazing )
e implementation of protection measures 1s necessary

The following example of a needs or problem state- for the conservation of protected areas, but these measuies do
ment 1s taken from the same proposal by Fundacion not address the mcreasing human pressure that threatens
Amugos de la Naturaleza them Moreover, there are many frustraung examples where

protected area managers have alienated the local population

This needs statement 1s very clear and very specific
y Y sp and have generated a situation of constant conflict Therefore,

The problem addressed 1s a situation in the external 1t 15 necessary to develop alternatives that address the needs of
world (tropical deforestation) rather than an mternal the local population and are compatible wath the long-term
“process” difficulty of the orgamzation Reading the conservation of biological diversity

VII-6 Tur NATURE CONSIRVANCY

AL



RESOURCES 10R Succrss 1993

CHECKLIST FOR
NEEDS STATEMENT:

« Relates to purposes and goals of the organization

+ Is of reasonable dimensions

« Is supported by statistical evidence from authonties

» Is stated 1n terms of the people who will benehit

+ Is developed with input from beneficiares

» Is a statement of a real problem, not the “la_k of
amethod "

« Doesn't make assumptions

» Doesn't use jargon

« Is interesting to read

example, you can clearly visuahze the problem and
imagine what the results would be 1if nothing were done
Reread the example and consider what you would add
to further strengthen 1t

GOALS AND OBJECTIVES

This section should flow naturally from the previous
one Since this 1s where you started, by meeting with
others to clanfy the goals and objectives of the project,
you should have no trouble here A problem 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 1s 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 secuion of the proposal concentrates
on measurablc results that will be achieved There 1sa
clear commutment not only to a whole series of results
but also a general ime frame for achieving them In this
section of your proposal, concentrate on concrete
achievements that will mean success for your project
One common mistake 1s to go mnto detail about the
methodology 1n this section There 1s a big difference
between objectives and methods, and you should be
sure to concentrate on the actual objectives 1n measur-
able terms

QUALIFICATIONS OF YOUR
ORGANIZATION TO CARRY OUT THE PROJECT

Describe your organization’s experience and the back-
ground and skills of your key personnel How 1s your
organization uniquely qualified to carry out this pro-
Ject—that 1s, what skills, personnel, contacts, reputation,
credibility and resources do you possess that make you

500D EXAMPLE OF
PROJECT GOALS AND OBJECTIVES

“To reduce pressure upon Amboré National Park by
facilitaung participatory community planning for the
sustainable use of the resource base

Expected results
1) 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

1) YEAR 1
» Assessment of the social, economic and cultural
charactenstics of the communities in the southern
limit of Amboré National Park
« Assessment of the resource base of the commum-
ties, the current use patterns and alternauves for
sustainable use

m) YEAR 2
- Expansion of the program to four more
communities
» Improvement of community organization and
self-rehance

1v) YEAR 3
« Starting of implementation of community plans
+ Drafting of a final version of the participatory
planmng methodology and publicauon of manual

more suited than other organizations to carry out this
particular project? This section should not be more than
one page, even 1If your organization has been successful
for more than a century The following sentences were
also included 1n the FAN proposal, along with a section
describing FANs mission and institutional objectives
In 1ts proposal, FAN establishes that the project fits

1nto 1ts mission and strategic plan, and focuses on FAN's
legal and historical role working in the area In this sec-
tion 1t 15 often ~lso useful to include
» names of other groups that you are collaborating with,
- names of particularly well known consultants or staff

whose involvement would be seen as a plus to the

project, 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 estabhish credibility with the prospective
founder, you may decide to include some of this materi-
al at the end of the propo:al as addenda Gther kinds of

Tt Naturt Constrvancy VII-7 \/)
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GoOD EXAMPLE OF QUALIFICATIONS

“The objectve 1s both congruent with FANs mission
and builds upon specific institutional capacities and
strengths Protection and management of the Park 15
coordinated between FAN, the UTD-CDF (the govern-
ment agency in charge of protected areas) and the
SENMA-IDB project (a joint program sponsored by the
Secretanat for the Environment and the Inter-American
Development Bank)

Under this agieement FAN 1s in charge of manage-
ment of the Park’s southern and western hmits With
the Parks in Per1l program, sponsored by The Nature
Conservancy, FAN has provided for the basic protection
of the Park by hinng and tramning field personnel, pur-
chasing vehicles and communications equipment,
building camps, demarcating boundaries and financing
held operations ”

things you can include n the addenda or appendix sec-
tion (so as not to clutter up the proposal uself) are your
proof of tax-excmpt status, resumes of key project per-
sonnel, an orgamizational brochure/list of accomphsh-
ments, a strategic plan and your organizaiional budget

METHODS

These are the specific acuivities 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, tramming park guards,
building trails, publishing bulletins, hosting woikshops,
teaching courses, writing letters, putting advertiscments
on television and 1adio, hinng a scienust to conduct a
survey—the list of possibilities 1s endless Your methods
are things that you will be doing, NOT things that you
will be promoting, facilitating, coordmating 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 acuivities to be
employed to achieve the desired results (your objec-
tives) The dermonstration of a new and pioneering
method can sometimes be an objecuve, but that 1s sel-
dom the case

In the FAN proposal the methods are presented in
the workplan

FUNDING NECE5SARY FROM OTHER SOURCES

Are you asking this donor to fund the enure cost of
your project, or are there other funds needed in order
to complete 1t? If other contributions are necessary you
must state in your proposal how much you will need

VII-8 Tuit NATURE CONSERVANCY

Goob EXAMPLE OF METHODS

YEAR 1

Duning its first year, the project will focus on building
the information base about the communities and devel-
oping the participatory plaaning methodology The
project will implement an assessment of the population
and resource base n Ambcr6’s southern hrmit Project
stalf will compule basic data on the commumtes’ 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
partiapate throughout the assessiment process

YEAR 2

During the second year, project implementation will
focus on expanding the program to five communities
and producing plans for each of them The facilitation
of the participatory planning process will involve com-
mumty workshops, ficld surveys and other paiucipato-
ry techniques, through whuch the five selected commu-
mties will complete a self-assessment of resource man-
agement issues The communities will assess the prob-
lems 1dentified and the solutions nroposed, and will
then draft plaus for the sustainable use of their resource
base The communities, with support {rom 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 suppout, 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 sohcited for (he
remaining 50%

BuDGET

Now that your text 1s fimished, go back to the budget
and make sure that each item included n the budget 1s
adequately explained by the teat Make additions and
changes to your text as necessary to support the budget
The budget you present should repiesent the cost of the
total project For example, if you aie 1equesting
$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 project #
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SOME GENERAL SUGGESTIONS

end the proposal with a brief cover letter, one or
two pages, that re-emphasizes the major points
and tells the donor why the project should be
funded
» A proposal can be anywhere from 2 to 20 pages in
length (not including addenda) Sometunes the donor
will provide guidance, a good rule of thumb 15 8 to
10 pages
Have an experienced writer (preferably a native
speaker of the language you aie writing in) review
the text
Send an onginal, not a copy Consider the appropriate
use of pictures, maps and graphic illustrations to make
the proposal more nteresting Use nice stationely, but
don't use the very expensive (or nonrecycled) type
Foundation people hate plastic binders and expensive
covers
Use clear and direct sentences Avoid the passive voice
and impersonal expressions such as “It would be
recommendable to "
Be succinct If you feel 1t 1s necessary to include
complicated or detailed plans, submit them as an
attachment that you can reference in the text of your
proposal
Enclose your case statement or plan to show how
this project fits in with your overall objectives
Think of your proposal as a legal contract 1f you
receive the money you have requested, you will be
obhgated to demonstrate achievement of each of the
promised objectives  #

CONCLUSION

riing a good proposal 1s only part of the

challenge You need to understand your

donor’s interests and appeal to them

through letters, peisonal visits and even
site visits The successful proposal 1s usually not the -
tial form of contact with the donor, but 1ather the result
of previous discussions, exchanges of concept papers
and 1deas—in short, part of a conunuing culuivation
process However, written proposals are important for
succinctly stating your needs, objectives, methods and
budgets They are needed, in many cases, to convince
the governing board or another level of staff with whom
you have not previously communicated that your project
1s worthwhile Following these guidelines, and most
important, following your donor’s requests, will help lay
the groundwork for success #

LisT OF FOUNDATIONS THAT
MAKE GRANTS FOR INTERNATIONAL
CONSERVATION ORGANIZATIONS

John D and Cathenine T
MacArthur Foundati

Suite 1100

140 South Dearborn Stre t

Chicago, lllinois 60603

(312)726-8000

W Alton Jones Foundation
232 East High Street
Charlottesville, VA
22902-5178
(804)295-2134

Jessie Smuth Noyes Foundation
16 East 34th Street

New York, NY 10016
(212)684-6577

The Tinker Foundation, Inc
55 East 59th Street

New York, NY 10022
(212)421-6858

The Ford Foundation
320 East 43rd Street
New York, NY 10017
(212)573-5000

Conservation, Food and
Health Foundation, Inc

</o Grants Management

Associates

230 Congress Street,

3rd Floor

Boston, MA 02110

(617)426-7172

The William and Flora
Hewlett Foundation

525 Middlefield Road

Suite 200

Menlo Park, CA 94025

(415)329-1070

The Lazar Foundation
¢/o Helen Lazar

680 Madison Avenue
New York, NY 10021

Andrew W Mellon Foundation
140 East 62nd Street

New York, NY 10021
(212)838-8400

The John Merck Fund
11 Beacon Street
Suite 600

Boston, MA 02108
(617)723-2932

Joyce Mertz-Gilmore
Foundation

218 East 18th Street

New York, NY 10003

(212)475-1137

CS Fund

469 Bohemian Highway
Freestone, CA 95472
(707)874-2942

Charles Stewart Mott
Foundation

1220 Mott Toundation Building
Thnt, Michigan 48502-1851
(313)258-5651

Inter-American Foundation
401 N Stuart Street,

10th Floor

Arlington, VA 22203
(703)841-3800

W K Kellogg Foundation
One Michigan Avenue, East
Battle Creek, Michigan
49017-4058
(616)968-1611

World Wildlife Fund
1250 24th Street, N W
Washington, D C 20037
(202)293-4800

Wallace Genetic Foundation
Suite 400

4801 Massachusetts
Avenue, N W

Washingtor, DC 20016
(202)966-2932

Conservation and

Research Foundation
Call Boy, Conrecticut College
New London, CT 06320
(203)873-8514

Geraldine R Dodge Foundation
163 Madison Avenue, 6th Floor
PO Box 1239

Mornstown, NJ 07962-1239
(201)540-8442 #

,
/
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OTHER SOURCES OF INFORMATION

Environmental Grantmaking
Foundations
Environmental Data
Research Institute
797 Elmwood Avenue
Rochester, NY 14620
(They can send you a book listing
foundations that grant uwards for
environmental 1ssues It 1s updated
annually )

The Foundation Center

1001 Connecticut Avenue

N W Washington, DC 27036
OR

The Foundation Center

79 Filth Avenue

New York, New Yor Q003
Mantains reference I'hranes and

sells reference “ouks Write for cat-

alog and information )

The Grantsmanship Center
1125 West Sixth Street,

Fifth Floor

PO Box 17220

Los Angeles, CA 90017

(213) 482-9860

(Provides great proposal wnting
and fundraising matenals and
newsletters Also offers training
courses in grantsmanship )

TogetherNet

130 South Willard Street
Burlington, VT 05401

(802) 862-2030

(Computenzed information on
funding sources as well as training
and NGO networlang )

EcoNet

c/o Institute for Global
Communtcations

3228 Sacramento Street
San Francisco, CA 94115
(Stmilar o TogetherNet) #
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INTRODUCTION

ororate fundraising has been an important
source of financial support, contributions and
publicity for many latin Amencan nongovern-
mental organizations (NGOs) A number of
corporate assoclate programs have been ex'remely suc-
cessful, particularly in countries where tax-deductible
donations are possible and/or where publicity aligning a
corporation with the conservation movement 1s bernefi-
cial to the corporate image Generally, a corporate giving
program s set In place to encourage long-term 1elation-
ships and a yearly gift
A relatively new ares of involvement for conservation
NGOs with corporations 1s cause-relaied marketing The
Nature Conservancy has developed very successful
cause-related marketing veatures with companies such
as The Nature Company, Cristian Dior Peifumes and
Miller Brewing Company To date this approach has gen-
erated some gocd publicity among Laun Amencan
NGOs, and 1n a few cases 1s now staiting to show strong
financial results #

CORPORATE FU':DRAISING

Establishing a funding relationship with corporations
requires a six-step approach,

1 Decide What Corporations to Solicit

2 Get 1n the Door

3 Educete and Inspire

4 Ask!

5 Acknowledge Gift and Continue Cultivation

6 Rencw and Upgrade

DECIDE WHAT CORPORATIONS TO SOLICIT

Your “prospect list” 1s ideally selected {~ym

business and corporations that meet some or all

of the following critena:

« owned and operated by members of you: board of
directors, their colleagues and their fnends,

- dependent on natural resources for their business—
lumber, petroleum and power companies, and those
associated with natural areas such as travel agencies,
hotels, dive shops, outdoor equipment 1etailers, etc ,

- nterested 1n upgracing their image using a connection
to an environmental organization,

- branches or local subsidiaries of mulunational corpo-
raticns that already contrnibute to conservation organi-
zations i the U S and/or other countries Much of
this information can be found in the corporate mem-
bership lists of The Nzture Conservancy, World
Wildhfe Fund, World Reson.ces Institute, etc ,
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- dependent on public goodwill and reputation for
community involvement and patronage—banks,
Insurance compan..s, local businesses, e:c ,

» connected with the travel industry—airlnes, travel
agencies, cruise lines, hotels, outdoor equipment
retailers, etc ,

+ 1nvolved 1n organizing speciai events, concerts,
conferences, expositions, etc ,

- publishing newspapers o1 magazines or working
in the public relations field,

- historically suppcitive of other civic causes—
unveisities, hospital_, etc

Apart from using the above list as a method of pre-
liminary 1dentification, a little library 1esearch can also
be uscful There are two reference books available to
hein you The first 1s the Inter national Duectory of

Corporate Affihations which lists both foreign and U S

corporations, and their local and foreign addresses The

second 1s the Directory of Amencan Firms Operating in

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
directones listing local addresses for these companies
and the names of the managers

ANCONS staff conducted extensive research using

directories and other sources of information, and nade a

list of some 200 leading corporations in Panama, focus-

g on those that depend on natural resources, work 1n

natural areas, depend on public-service image or are

subsidiaries of multinationals that have a fustory of giv-
ng to conservation efforts in their home countries An
individual file (hard-copy and ccmputer) was opened on
each prospective associate The file included information
on any previous contacts made by ANCON as well as
whatever informat'on was available on the company’s
policies, 1dentification of specific 1ssues th +i would con-
nect 1t to ANCON’ work, names of 1ts boar d of direc-
tors, etc When possible, the staff made notes about the
compzny’s holdings and types of business services, 1n
case this uiformation would be useful for soliciting ar.
in-kind donation This file was continually updated as
information was gatheted throughout the corporate
campaign

Once your hst has been compiled, you'll need to gain
access to these companies A useful way to begin 1s to
call a meeting of your board of directc .s and determine
which members may have good contacts with anyone in
the listed corporations You may also wish 1o 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 othe:s to join the effort as well



RFSOURCES FOR SucCCESS 1993

GET IN THE DOOR

Once you have identified your corporate prospects, you
need to think about the best way to approach the appro-
priate people within the corporation The Conservancy
often writes short letters to prospects, which are then
followed up with telephone calls from the Director of
Development The strategy 1s usually to say that you
“will be 1 the area” and ask for 10 or 15 minutes . {
their ime Personal visits are made to all those who
respond positively

Sometimes, playing the corporate name-dropping
grme can work to an organization’s advantage An exam-
ple “Mr Smith [who happens to be the chairman of a
powerful social or professional organization] suggested
that you might be interested in joining our efforts In
fact, he has already become . corporate member and
thought you would be it ested 1n our programs

In ANCONSs case, once the staff gathered sufficient
information about prospective corporate associates, they
asked the board members to serve as coatact people for
specific cotporations Their duties included calling the
company on ANCON’s behalf to reques: an appont-
ment, someiimes actom panying the staff on the imial
appointment, and usually accompanying them when the
actual request was niade

It1s very usefu! in terms of effectiveness and 1n the
interest of your time and that of the ¢ >mpany you are
approaching, to make sure you speak with the right per-
son It may take you a while to find out who that person
1s But 1t 1s well worth the effort Perhaps there 1s already
an executive n the corporation who has an nterest in
conservatlon—someone who has visited your office,
attended a social function with a member of your staff or
supported you at a fundrais ng event? If this s the case,
try a".d find out what kinds of projects the corporation
may be will'ng to support In other words, determine
what kind of request 1s most likely to be successful
These detls need to be determined bel.re the next step
of settug 1p the important meeting with the chief giving
officer or ciuef executive officer

As noted in the chapter on individual donors, 1t’s
[ =tlectly acceptable and ofien preferable when making
your mitial appointment, to ask to see the manager “to
make a presentation about our corporate giving program
and to ask for advice " Depending on the nature of the
relationship your organization hac with a corporation,
the inutial visit may function as a ‘cultivation” visit— a
chance for both parues te get to krow each other Mcre
than ~re of these visits may be required, but eventually,
if you want the corporation to support your work, you
are going to have to ask for 1ts support Simply leaving a
brochure behind and expecting prospects to call will rot
cnsure results

EDUCATE AND INSPIRE

As part of your pitch to the corporaticu, follow the ABCs
of Fundrais:~= (Chapter V1) In addition, be prepared to
address the 1ssue of benefit tc the corporation, as 1t will
surely come up “How can my company benefit from a
relationstup with an organization such as yous?”
Occasionally the answer 1s obvious A company that
deals with natural-resource 1ssues can enhance its 1mage
by aligning itself with an environmentai organization
Besides, 1t s in that company’ best interests to care
about and support the environment

To better educate the targeted corporaiions, ANCON
prepared information packets that included a letter of
mtroduction, an ANCON fact sheet and a 16-rage spe-
cial-edition newsletter piesenting ANCON's accomplish-
ments 1n text and pictures Immediately after the boaid
member called to request an apporntment, the packer
was sent to the appropriate corporate officer with 2
cover letter signed by the President and Secretary of
ANCONS5 board (themselves prominent businessmen)
If necessary, the staff did additional research about the
corporation to prepare for the appointment, and the
program director took along a second nformation pack-
et to the visit

This 1s what ANCON’s fundraising officer has to say
about what goes on during the appointment “It 1s of
utmost importance to be courteous and pohte dunng
the interview Most of the people interviewed already
have an 1dea of the purpose of our visit, but not many
know about the importance of corporate fundraising and
getting Panama’ business scctor involved in conserva-
ton A brief presentation of Panama’s natural resources
and ANCON’s conservation work 1s given to the poten-
tial donor In this presentation we show our profession-
alism and efficiency in conservation work and how the
dorior's money will be well invested 1n us We show that
we also work with large nonpiofit international organi-
zations Our objective 1s to “set him up” n a special situ-
ation where he would answer positively to our proposal
We explain that the contribution 1s very important to us,
since raising, money locally will guarantee the continued
support of these international foundations We thank
»otenual donors for their ime (these people usually
have a very tight schedule) If they desire additional
information, such as audited financial statements or
detailed plans for a parucular project, we send iz along
w th the thank-you letter Additionally, we inv'te the
companys key person and ANCON board member, at
th.eir own convenience, on a field tnp where they can
see the projects that ANCON carries ot 1n the field

(f\
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AsK!

At some point n the relationship, quest.ons like “Does
this project interest your company?”, “Are you ntcrested
In a relationship with my organization?”, and “Would
you like to support our work through a corporate mem-
bership?” will arise 1t the answer 1s not definite—for
example, you may be told that others in the corporation
will have to be consulteri—ask 1f you can call back che
following week to se- tiow 1t went, or to answer any fur-
ther questions fi.at may have ariscn Even if the answer
15 no, ask for suggestions or advice about other compa-
nies that may be irterested in supporting you

An even more effective method—if at all possible—is
to have “M1 Smuth,” your fnendly board membe: who 1s
a perscnal fniend of the corporation manager, make the
“ask” on yc ar behaif

Some corporations have formal giving programs
either through the corporation uself or a related founda-
tion For example, the O'Boticario Corporation, 2 cos-
nietics firm m Brazil, also operates the O’Boticario
Foundation, which supports environmental projects
Proposal requirements can vary from corporation to cor-
poration S>me have a very formal method of grant giv-
ing, othe's are much more informal Some local branch-
es of multinational corporations are limited in their giv-
ing capacity and require home office approval for larger
amounts Find out the dctails before you make your for-
mal request

The Conservancy uses dincient categories of giving,
each with a designated uitle that varies wit* the state
offices—landmark, conservator, steward, horizon, etc ,
that correspond to a level of giving—$100, $250, $500
or $1,000 Each prospect 1s asked for a specif.c amount
A standard format 1s “Most individual supporters give
$100, so we ask corporations to give $250 or $500 1f
possible ”

“Most individual supporters give
$100, so we ask corporations to give
$250 or $500 if possible.”

Don't forget that miany companies that may not be
able to support your orgamzation with cash donations
can provide goods and services that you would ordinan-
ly have to pay for In Peru, a corporation agreed to print
a bullenn tor children as part of the Fundacion Peruana
paia la Conservacion de la Naturaleza’s educational cam-
paign for children Another group receives office space at
no charge Restaurants have provided free catering f -
fundraiseis and other special events Hotels often ro-
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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 Conse1vation Training Week 1n the
Dominic.. 1 Republic 1n 1993

Other available services include businesses that
allow NGOs to use then copying or mailroom services
free of charge, stores that sell NGO’s merchandise such
as T-shurts, posters, cards, books or handicrafts pro-
duced by cooperatives that an NGO may be working
with Lawyers, advertising agencies, accounting firm.z,
printers and others can provide services free of charge or
at reduced 1ates Investigate the possibilities However, 1f
a situation 1s important either because of scop, «r
Jdrgency, try not to rely on pre bono goods or services
When a business volunteers to give you something for
free, the arrangements are usually made at 1ts 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 appropnate
acknowledgements are needed A thank-you letter
should be sent immedaately, together with any additional
information requested 1i a donation was promused,
arrangements should be made to pick up the check In
many situations, the NGO executive director or board
member should receive 1t personally, posing for a picture
with the corporate officers Whe.i the donation 1s
received, the corporation shoulc aiso be sent a receipt
confirming that the donation .» tax-deductible

Different NGOs in Lat1 1 America and the Caribbean
offer different kinds of benel.'s to their corporate spon-
sors Most arrange for pubhicity —perhaps the picture of
the NGO president accepting « zheck from the corporate
chairman Some arrange to featuie corporate sponsors or
list the names of corporate associates in their newslet-
ters Depending on the size of the corporation, a piess
conference may be useful A smal! 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
wnth a plague, framed project photo, local art, ctc
ANCON sends a framed photo of one of Panama’s
national parks as a symbol of recogmtion Offer to pro-
vide a speaker, a slide show, perliaps a one-day field tnp!
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

A renewal letter should be sent out annually to corporate
sponsors This 1s usually a handwritten or personalized
note Upgrades to the next aiving level are asked for
selectively and require involvement of the board mem-
bers or others that helped open the door or make the
first ask If you have selecuvely culuvated corpora-
tions—asked them to visit the site, acknowledged their
gifts in public forums, and continued to educate and
inspire them as to the impoitance of your work —corpo-
rations are often happy to renew their affiiation with
your work &

CAUSE-RELATED MARKETING
WHAT 1S CAUSE-RELATED MARKETING?

Causc-related marketing provides a corporation the
opportunity to enhance its marketing, advertising and
sales programs through association with an NGO
Typically, the corporation makes a financial contribution
to the NGO 1n exchange for the nghts to refer to the
NGO 1n 1ts programs and promotional materials The
contribution can be structured in a variety of ways and
1s frequently based on a percentage of product sales

How DOEs THE CORPORATION BENEFIT?

As= zation 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
enviror.ment directly, but ailows the customer to partici-
pate tso, this 1s well illustrated in the ANCON-BMW
case study

How DOEs THE NG{) BENEFIT?

Cause-related marketing 1s another form of c¢ -porate
fundraising and another way to encourage the corporate
sector to participate 1n addressing environmental 1ssues
Relationship to a corporation brings with 1t increased
exposure for the NGO, potentially high visibility adver-
using that contributes to public awareness about the
organization’s mission, programs and membership
opportunities Information on Fundacion Natura’s work
using corporate support for a national publicity cam-
paign throughout Colombia s 11cluded in Chapter IX,
“Publicity Campaigns with a Fundraising Component ”

WHAT MAKES A SUCCESSFUL
CAUSL-RELATED MARKETING PROGRAM?

It 1s important 1n this kind of venture for an NGO to
align itself with appropnate companies Visibility will
most likely be hugh, so choosing wisely 1s essential
Products should be of good quality and companies
should possess sound environmental records In this age
of environmental concern, a corporation wishing to
associate 1ts name with that of an environmental organi-
zauon will be willing to pay for the puvilege Do not sell
yourselves short Your name and what 1t stands for 1s
valuable You'll need to deteimine for yourselves, with
your board, what constitutes a fair deal for your organi-
zauion Devise and implement standards How much 1s
your name worth? What 1s too httle?

It 15 advisable to obtain a contract between the NGO
and the corporation delineating the rela‘ionship—dura-
tion of the deal, whether there 1s an exclusivity 1ssue,
revenues expected, etc Generally the benefits to the
NGO include receiving a portion or all of the annual fee
and a percentage of the net profits on annual sales
Panamas ANCON and Fundacion Progressio in the
Dominican Republic both have aftinity card programs A
major benefit to generating income 1n this way 1s that
monies raised are unrestricted and can be used to fund
operations, the most difficult money to raise The fol-
lowing case study of ANCON and BMW 1s an excellent
example of cause-related marketing #

OV
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K0S S Ay

ANCON AND BMW—A MOVING EXPERIENCE

In Apnl 1992, ANCON launched a
new campaign called “Adopta tu
Hectarea™—fashioned alter the suc-
cessful “Adopt An Acre” program of
The Nature Conservancy The objec-
tive of the program 1s to encourage
people 1n Panama anc: abroad to
“adopt” a hectare of parkland for
$35 Monies raised are used for con-
servation and protect'on activities in
a designated park

Participants in th: program
receive a T-shurt, sticl er, an adoption
certificate and automtic membershin
in ANCON (as an “Ainigos de
ANCON?") with all associated benefits
for one year The program has recel-
ved extensive press coverage from
television, radio and newspapcrs

In April 1992, Bavarian Motor
Works (BMW) in Panama joined
ANCONS5 Adopta tu Hectarea
Program by agreeing to adopt five
hectares 1n 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-

sider supporting ANCON’ conserva-
tion progiams After several meetings
between ANCON staff and BMW,
BMW agreed to become involved 1n
the Adopte tu Hectarea BMW real-
1zed the high profile nature of this
kind of venture—that there was
much publicity to be gained from
such an ‘environmental” connection
The formal agreement between
ANCON and BMW focused 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
1ssued press releases announcing
BMWS5 involvement 1n 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 1ts monthly newsletters

who were also members of the Adopta
tu Hectarea program, acknowledging
ther commitment to Panama’ extra-
ordinary natural heritage BMW also
featured 1ts relationstup 10 ANCON 1n
various promotional pieces 1t pro-
duced over the year

By the end of the promouonal
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 recetved
excellent, positive coverage from the
local media and 1ts 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 1s
seeking similar agreements with
other corporate donors #
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INTRODUCTION

onservation Training Week 1993 biought

together many practitioners of financial self-

sufficiency who have spent years trying to

o 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 Fundacién Peruana
para la Conservacion de la Naturaleza (FPCN), present-
ed innovative 1deas that linked environmental education,
increased public awareness and fundraising in one cam-
paign The instructors present their information and
success n this chapter

These campaigns serve multiple conservation
purposes as they:
- create a greater awareness of the environment,
« mobilize people to take action,
- attract volunteers for conservation activities,
- provide people with an opporturnity to make
a difference,
- provide a vehicle for finarn. 2! contributions, and,
- gather names for future mailing/membershup ls.s,

Publicity campaigns can serve all these purposes
while raising unrestricted funds from local donors!

National conservation programs must generate strong
suppori from the local communty to protect the coun-
try’s 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 nspire the audience to contnbute to the envi-
ronment This contribution 1s 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 lor conser-
vation 1s a major challenge for NGOs n all countres

Along with the education and mobilization of the
target audience, many campaigns of this sort also gener-
ate funds These funds are usually uaresiiicted, or able
to support the work of the NCO in any given area, as
opposed to being tied to a specitic project Unrestricted
funds are partict larly useful for covering coie operating
expenses, especially when the sometimes-fickle interna
tional funding fails

The ability to attract local contributions 1s an indica-
tion of NGO strength, prestige and political clout
Dependency on international donors 1s fiscally risky, and
also indicates a lack cf local support for your conserva-
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tion activities NGOs are more effective when they can
show a local mandate for pursuing their conservation
agenda As conservation becomes increasingly politi-
cized 11 some countries, 1t also raises your ciedibility
and reputation 1f you are not solely dependent on nrer-
national funding sources

This chapter highhghts two campugns develuped by
the authors The campaigus are very different in scope
and target totally different population groups, but both
create greater environmental awareness, generate public-
ity for the NGO and increase 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 sanie strategies covered in Chapter VI,
“The ABCs of Fundraising,” were used in these cam-
paigns The difference lies in the atention spent educat-
ing the donors and the creative twists used to target local
audiences &
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1992 ScHooL CAMPAIGUN

FOR NATURE.

How TO IDENTIFY OPPORTUNITIES
WHEN FACING A CRISIS

BACKGROUND

n 1991, the Peruvian Foundation for Nature
Conscrvation (FPCN) had a successful year of
fundraising The foundation managed to increase
the year’s revenues by a margin of 124% compared
with 1990 This increase was accomphshed through
such diverse strategies as event o1ganizing, coiporate
campaigns and membership drives
The budget proposal for 1992 called for an addition-
alincre se of 40% However, in making cur projections
we neglcctud to consider a fundamental aspect of work-
ing in Latin America the quickness with which market
conditions change On December 31, 1991, a law was
decreed that repealed the tax benefits granted to busi-
nesses or individuals who gave donations to conserva-
tion organizations As a consequence, FPCN could no
longer offer tax benefits to 1ts corporate members, the
sum of which accounted for 29 2% of the total funds
raised locally in 1991, and were expected to account for
40% of those funds 1n 1992 The loss of income was sig-
nificant and we had to find ways to make up for this
loss
This emergency led to the concept of doing a “Raffle
for Nature” in vanous private schools in Lima Working
with private schools would give us access to a wider
pool of well-to-do contributors—parents—by means of
small contributions that would not affect the famuly bud-
get or require tax benefits
There were thiee disadvantages we recognized at the
outset First, no tradition of philanthropic giving existed
in this market Second, the market was n recession,
with an annual inflation rate of 55% Thurd, the aware-
ness of nature conservation 1s even more scarce n this
market than in traditional markets, moreover, the
knowledge of the richness of Peruvian natural resnurces
1s very weak among the general public, especially 1n
Lima, which 1s itself a desert-—the closest torest 1s many
hours away It was therefore very unlikely that the
school board and the parents associations wonld accept
the notion of a raffle to benefit nature unless we could
find a way to offer some benefit to the students them-
selves

OBJECTiIVES AND PROCESS

In addition to fundraising, the School Campaign needed
lo generate interest about nature conservation among

the student body We wanted to show that Peruvian
nature was not only beautiful, but also useful, and we
wanted to show 1ts current condition, as well as what we
could do together to conserve 1t

Program Plan
1 tdentify the segment of the market to target

2 Make preliminary contacts with the schools to sound
out any nterest in the campaign

3 Design and produce an educational packet to
distnbute to the schools Our educational packet
included two videos, one for children 5 to 9 years of
age and another for youngsters 10 to 18 yeais, audio-
visual presentations for elementary and high schools,
an art contest and, finally, the raffle

4 Sign agreement letters with the schools and present
them with the Schedule of Acuvities (The schedule
should begin at the end of May and culminate on
September 12 with the final drawing assuming that
the school vacations are generally from July 24 to
August 14 )

5 Carry out the Schedule of Act vities with follow-up
to offer help when necessary

6 End the campaign on the day of the drawing, wnte
areport of the results of the campaign and send out
press releases

7 Stage a ceremony to confer diplomas of recognition
(or something simular) to the teachers who were
exemplary in their support of the campaign

Problems that surfaced during

the campaign included:

« Lack of finances The entire campaign cost US$700
tor the production and distribution of matenals

+ Poor-quality videos The videos that were available
for copying cid not reproduce well enough for our
objectives

» Lack of school schedule information school
curnculum planning takes place in March, our cam-
paign was announced in May This oversight also led
to problems with the Schedule of Activities, as schools’
vacation dates vary

» Lack of knowledge about the infrastructure available
to the schools We miually offered two audiovisual
presentations to cach institution, however, many of
the schools’ auditoriums were too small for the entire
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 FFCN This consisted
of two executive personnel, one secretary and one
part-time volunteer

« Delays in the bureaucratic process Because pernus-
sion from the Ministry of the Interior for the raffle was
delayed, we were unable to print 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-
pated with other raffles that had up to four nonths of
sales, and because of security concerns in the caputal,
many schools were closed during the days of the
raffle

+ Competition Three similar raifles were occurnng 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 partally participating schools, with a pool of more
than 20,00C 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

» A strong interest In land conservation was genetated
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 1n continuing to work
with us

The 1992 Schuol Campaign was successfil in spite of
early mustakes and sethacks We raised US$4,000 more
than we projected, and exceeded the projected number
of students participaung We had expected to reach
nearly 8,000, and even though not all schools participat-
ed 1n the raffle, 9,000 students participated m 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 1s responsible for all
of the programs for corporate membership, individual
membership, direct-mail campaigns, marketing, adver-
tusing, granting of licenses, sponsorships and events

1993 ScHooL CAMPAIGN FOR NATURE

One of our greatest achicvements was the interest we
generated among the teachers More schools now wish
to learn about conserving nature 1n 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 1s stll small, FPCN will not send
speakers for each presentation Therefore, the presenta-
tions will no longer be audiovisual or informative, but
mnotivational in nature, much like an assembly In this
way, we can stage two presentations per school as
intended 1n the 1992 campaign This information will be
enhanced by more detailed curriculum matenal for the
faculty The quality of the videos to be used 1n the class-
rooms will be better as well

Ov~ fundraising objectives have increased by a mar-
gin of 91% to US$40,000, which means we must sell a
mimmum of 70,000 tickets, depending on the rate of
exchange Our current budget for the project 1s
US$3,000

The work schedule this year includes

« Coatact 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 Eavironment”

+ Prepare the “Guide to Environmental Activities”
(extracurricular activities that can be used by teachers
of various courses)

- Conduct workshops for teachers, enutled
“Introduction to Conservation” and “Guide to
Environmental Activities,” to take place the week of
Apnl 19, and distribute the videos to the professors
duning the workshops

» Give motivational presentations to students in the
form of assemblies during May At the same time
the uckets for the raffle will be d.stnibuted Raffle
June 15

2
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We are confident that the 1993 School Campaign for
Nature will be a success, although we remain conscious
of the fact that many surprises and learning expeniences
await us 1n the coming year

RECOMMENDATIONS

There 15 no single recipe for carrying out a successful
scheol fundraising campaign There are, however, some
guidelines to keep in mind

1 Ensure the compatbil'ty of the campaign with the
rhectives of the organization If the organization
needs to raise money and mamntain a public nmage,
above all in the minds of the young people, then this
campaign 1s a good option

2 Analyze the target market by looking at the following
factors

» The level of conservation awareness in the g - al
public,

« The level of knowledge of the teachers with respect
to the subject matter,

- The economic conditions of the various segments of
society (Peru has been hard-hit, so we directed our
fundraising campaign to the middle and upper-middle
classes, 1n other countries the market may be wider),

+ Idenufication of the schools’ needs in ordel to design
an educatonal packet that 1s appropnate for the
schools (the more conservation awareness that eists,
the less effort requuied to capture the interest and
support of the schools)

3 Set realistic unjectives for the campaign They must
be clear not only for the organization but also for the
school faculty and the students

4 Conduct a thorough search for sponsors to cover
the costs of the raffle, printing jobs and, of course,
for raffle prizes

5 And, please, never believe that you are defeated in
the face of a crisis, because these kinds of circum-
stances create or, rather, compel us to idenulfy,
unforeseen opportunities for action #

PuBLICITY CAMPAIGN:
PARTNERS FOR THE ENVIRONMENT

BACKGROUND

In July 1992, Fundacion Natura launched a fundraising
campaign called “Adopte Una Hectarea,” modeled after
The Nature Conservancy’s “Adopt an Acre” program
The campaign has two complimentary objectives first,
to increase the number of Colombians supporting the
conservation work of Fundacion Natura, and second, to
cover Fundacion Natura’s operational expenses The
campaign was designed to encourage Colombuians to
support the immense task of conserving our country’s
natural resources The donors of the program “adopt”
one or more hectares for Col$20,000 (approximately
US$35) each For their contribution, the donors receive
- a diploma indicating the region they aie helping

to conserve,

» a letter of appreciation for the dunation,

« adonation certificate allowing them a tax deduction
f 50% the amount of the donation,

« the Foundation newsletter that comes out every
four months,

+ a letter from the Director of the Project, written twice
a year, that describes the area that the donors are
helping to conserve and informs them of the work
that has been accomplished

After mual introduction of the Adopte Una Hectarea
canipaign among friends, a few mailing lists and a few of
the countrys business leaders, we recognized that suc-
cess hinged upon the pubhc’s increased understanding
of the need for conservation as well as elevated name
recognition for Fundacion Natura The importance of
Colombua’s natural resources and Fundacion Natura’s
programs needed to be better understo.d before the
pubhic would invest in the Adopte Una Hectarca cam-
paign With this in muind, the Fundacion embarked on a
national publicity campaigy, using all lorms of mass
media, to create an awarcness among the general public
about the need to conservz our natural resources
Working with a publicity agency, we developed a
strategy to carry out tnis campaign without costs to the
Fundacien Thas straiegy 1s based on the concept of
cause-related marketing or “ecological maiketing”,
which provides opportunities for businesses to associate
theinselves with environmental conservation At the
same time, Fundacion 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 Fundacion’s projects we invite
businesses to become partners in the challenge of con-
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servaticn, participating directly and having the sausfac
tion of knowing they are helping to resolve one of the
central problems in our country and the world

This 1s the first ume 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 1s a new experience, not only for
the media but also for the public, who aie not accus-
tomed to seeing a positive relationship between groups
that have traditionally been antagomistic It 15 therefore
very important that the strategy used in this campaign
promote not only the image ui Fundacion Natura and
the corporate sponsors, but also publ:c understanding of
the benefits of collaboration The publicity campaign
will thus enhance the public perception of the credibihty
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 corpoiate sponsor,
there 1s a collective benefit to increasing the public’s
understanding of the environment and generating the
resources needed to undertake niore conservation
projects

3 Introduce this campaign as the first in a senes of
imuatives directed toward ensuring that environmen-
tal 1ssues receive the attention they deserve in the
media It 1s 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 soclety

WHAT A PuBLiciTY CAMPAIGN ENTAILS:
A PROPOSAL PRESENTED TO BUSINLSS LLADERS

Ecological marketing presents new opportunities tor
businesses that are trying to associate their image with
the conservation of the environment Many corporations
are convinced that product name recognition can be
enhanced if linked to an environmental theme On an
international level, major enterpuises such as Coca Cola,
Master Card, AT&T and Boeing have invested heavily in
the association of their instututional 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, pieferting to invest
in what they call “marketing programs related to the
ecological cause " Within the Fundacion, there was an

IX-6 THt NATURE CONSERVANCY

interest in using the credibility we had gained over the
past eight years to promote linkages with the private sec-
tor It1s 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 ameng the
general public has not yet developed 1 Colombia, sur-
veys indicate that the public does hold industiy respon-
sible for environmental degradation The Study of
Ecological Autitudes, conducted by RS Associated
Consultants, analyzed the extent of public knowledge
and opinien about the environment The analysts of the
report affirmed “Business 1s seen as a very mfluentual
social agent in Colombia, with a large responsibility,
given that 1t 1s associated with the detenoration or well-
being of the environment The business sector 1s per-
ceived as having great porenual to intervene and pro-
duce results, to the point that many parucipants consid-
er business the only societal entity capable of undertak-
Ing major actions n 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 1n this work, com-
municating its involvement, and giving consumers the
satisfaction of knowing that the purchase of uts products
will contribute to solutions of some of our country’s
most serious problems

THE PROJECT

Goals

1 To promote the mnstitutional standing of Fundacion
Natura, as well as that of 1ts corporate sponsois
while generating financial resources for ongoing con-
servation actions

2 To support the marketing strategies of corporate
sponsors by mcreasing environmental association with
their trademark and opening oppor unities for promo-
tional programs with an ecological «c eme

General Objective

Establish a publicity advertising campaign using all lev-
cls 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
suppott to cover the costs of our conservation programs,
and to establish the corporate sponsors as pioneers in
helping to conserve our natural heritage
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Specific Objectives

1 To generate an awareness of the responsibility and
challenge shared by all Colombians to cons yve the
environment and natural resources vital to the survival
of the human species

2 To develop specific public support for the conserva-
tion projects of Fundacion Natura and thus preserve
our greatest national treasure biodiversity

3 To generate the necessary funds for insututional
strengthening and expansion of Fundacion projects

4 To foster the image of the corporate sponsors as
proneers n the conseivation of Colombian biodiversi-
ty and as supporters of Fundacion Natura, a pioneer
in on-the-giound conservation programs Through
this link, to launch “Ecological Marketing” programs
in Colombia

Procedures

Advertising campaigns will target national public opin-
10n through television, press, radio and magazines Press
releases, posters, spokespersons and merchandising will
also foster conservation awareness Cooperative <nonsor-
ship 1s provided by the corporate sponsors and the
media Air ume 1s donated by these partners and the
normal costs of the production are given as a donation
to the Fundacion

Creative Tactics
1 Stage a grand campaign of high impact and versaulity
to be executed through the media

2 Run an extensive press and media campaign, looking
for ways to benefit the program and the sponsors,
utthzing free press to the extent possible and referring
10 sponsors 1n Fundacion Naturas public statements
For this reason a full-ume spokesperson must work in
the Fundacion on this project

3 Develop a marketing plan for the sponsors

Coverage
Since the project sechs the partiaipauon of all types of
media, the coverage will be national

Monitoring and Evaluation

Monitoring will take place 11 cornjunction with the cor-
poiate sponsors to determine the impact on the public
and the media arnd measure the benefits for the busi-
nesses The Foundacion will do an evaluation of the pro-
ject’s progress in relation to 1ts objecuives and make pos-
sible modifications n later stages

The Promotional Package

The promotional package consists of television commer-
cials, radio announcements and shows, press announce-
ments, magazine ads and markeung of merchandise and
posters

Other Imtiatives: Television Programs
In support of the pubhity campaign, two television pro-
grams were aired The costs of production and air ume
was provided at no charge The first, enutled “Discover a
New Country,” rehed on the paiucipation of famous tele-
vision personahities The show highhghted acuvities of
Fundacion Natura in various 1eglons of the country The
second show presented videos from an international
environmental contest, along with international music
videos and street interviews

These two programs 1eceived corporate sponsorship
at a rate higher than the estabhshed adverusing rates,
with proceeds benefiing Fundacion Natuia After the
costs of production were withdrawn, the Fundacion
received substantial support from these programs

CONCLUSION

The publicity campaign worked well on many levels
The work and programs of Fundacion Natura are better
known within the country Conservation imtiatives have
the backing of corporate sponsors who benetit through
public awarcness And finally, the Adopte Una Hectarea
campaign 1s gearing up again as a result of the increased
public attention to environmental 1ssues

{
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INTRODUCTION

¥ rom 1988 to 1992, a number of ecotourism pro-

Jects were sponsored under the Conservancy’s

Self Sufficiency Project Results were mised

While some parks experienced a financial boon,
others incurred economic losses Cne of the biggest vari-
ables was clearly poliiicai The violence besetting Peru
with the activities of Sendero Lurmino.  and subsequent
mi*itanization over the past five years brought an abrupt
end to that country’ lucrative tourist trade This and
other examples confirm the need to be highly attuned to
political realities and market opportuntics prior to
launching a major ecotornsm program However, as the
case studies of Amigos de Sian Ka'an in Mexico and
Fundacion Amigos de la Naturaleza in Bolivia show,
there 1s definitely promise in this concept and 1t 1s now
up to the Conservarncy and 1ts partners to build more
<kills for up-front assessmen. to ensure greater success
This chapter, writien by ar: ecotounsm consultant from
Colorado, 1s the first of a number of steps to broaden
our understanding of this potenually important means
of generating funds for natural areas and conservation
organizations #

WHY ECOTOURISM?

cotourtsm 1s 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 deshnations and an “easy sell”
advertising girnmick Travelers see ecotourism as a way
to be socially responsible, to go somewhere a bit differ-
ent from wheie their fnends go, and yet sull have fun
Destinations—those parks preserves, and still
untouched pieces of land scautered around the world
that tounsts will pay to visit—-see ecotournism as a finan-
cial boon Sometimes 1t 1s However, certain conditions,
both financial and philosophical, have to be met to
make ecotounism viable This chaptcr will explore the
good and bad aspects of nature tounsm, and will help
you assess your own reserve’s potential in the interna-
tional marketplace “Ecotourism™ was defined in 1987 as
“traveling to 1elanvely undisturbed or uncontaminated
natural areas with the specific objective of studying,
adminng, and enjoying the scenery and 1its wi.d plants
and amimals, as well as any exciing cuituial manifesta-
tnons (both past and present) found 1n these areas "
(Ceballos-Lascurain, 1987 WWE, Vol 1, 1990) We must
add to this definiion a consideration of ecotourisms
benefit to conservation and the local communuty Of the
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private land holdings 1n Latin America used for educa-
tion and conservation, 34 5% depend to some degree on
ecotourtsm-based funding to help support park mainte-
nance and/or expansion, scientific research, and public
education Privately held reserves also generate employ-
ment for locals—one study showed that 84% of the peo-
ple employed by reserves originated from nearby com-
munitics (versus national park service jobs, that are typi-
cally open to all nationals) (CI, 1990) Locals also can
benefit through the sale of concessions—lodging, food,
retall goods, handicrafts, associated tourism services—
both 1n and outside of the nark A women’ cooperative
formed near Mo.iteverde Cloud Forest Reserve grossed
more than $50,000 1n 1¢5

Monetary 1ssues aside, ecotourism will attract nation-
al and iniernational attentior to a region, thus increasing
the parks political apact and potenually 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 inftux of
tourists that has atfected park infrastructure and inhabu-
tants as weil as the local human populations In 1976,
visitation to the Galapagos islands, Ecuador, was 6,300,
by 1987, 1t had soared 1o 32,600 In 1988, :t was com-
mented that the albatross at Punta Suarez had begun
moving their traditional nesting sites farther away from
tounst paths and that the sea lions on Isla Lobos were
becoming increasingly nervous and aggressive toward
tourists Reports were made of marine tuitle fatahties
from ingesting plastic bags, the turtles attempted to eat
the bags, mistaking them for jellyfish The human popu-
lation has been similarly affected—mainland
Ecuadonans moving to the Galapagos to work have
caused the population to grow by 12% each year, result-
ing 1n shortage, of basic food supplies at 1sland shops,
and of housing, land and tounsm jobs (WWE Vol 2,
1990)

Ecotounsm cais 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 compromusinig the abiluy of
future generations to meet theirs,” (WRI, 1991) But
questions regarding each park’s ability to cope with visi-
tors must be addressed What will be the impact on flcra
and fauna? What will the impact be on local residents
and their traditional ways of lfe? What will be the “ceil-
gs” or upper limits to visitation? Keep in mind that
“ecological importance 1s not the same as economic via-
bility Those reserves with the highest ecological value
are not necessanly the ones which can do well financial-
ly” (Cl, 1990) And the staff and financial resources nec-
essary are significant It ecotourism requires constant
subsidies or does not lead to community develop-
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ment, 1t 1s reasonable to reassess whether financial
resources would not be better spent directly on con-
servation activities

With thos: caveats, lets look at how the tourism
industry runs, and how your paik might benefit #

WHO Is INVOLVED, HOw ANL WHY

veryone i.. tourism 1s primarily motivated by
one question “What sells?” Wheiher you are
interested n attracting students and tourists
from within your own country or the interna-
tonal visitor, you must be realistic about the sales
potential (or, as one tous organizer said, the “sex
appeal”) of your park The travel writer 1s trying to get
some magazine editor to consider hus aiticle, che editor
1s trying o figuie out what readers want to buy Tour
operators wilt most ofter: ~ell already-popular destina-
tions, or combine a really well-k wown park (such as the
Galapagos) with somie lesser-kno'wn stops that add a
sense of “uniqueness” to his prodt "t Everyone wants
new destinations, but no one w Il 11sk an entuely new
1nerary because few travelers—even ecotourists—are
truly that adverturous
Tour cperators, 1n the broadest sense, are the profes-
sional organizers who pieplan a given trip for paying
participants They may be nat.onal or international, they
may use in-counuy guides and staff or import almost
everyone from their home base Some operators are
huge, for-profut companics, other tour sponsors are non-
profit oigamizations that sponsor tours to publ-cize and
finance thenr own nternal operations or special projects
(such as The Nature Conservancy, the National
Geographic, Smithsonian, Audubon, etc ), or they nay
be smaller operators offering less expensive tours either
rationally or internationally Most companies have o
fairly specii’c market of uaveller that they're trying to
attract either the older, more scdenuary, often quite
wealthy tounst, or the younger, more active, ot quite as
wealthy (in US termrs) but more phvsically adventure-
some tourist In eithel case, the buyers of mulu-day
tour packages that concentrate on ecotour destinations
are most often fairly serous nature tounsts
In putting together a tour package, tour operators
raust consider all of the following points air connections
to a given counitry, ail lodging, all meals, all types of
transportation within tnat country —bus, boat, plane,
train or private vehicle, all guides and interpreters
Operitors must coordinate an entire, mulu-day itinerary,
weighing how interesting a given park might be to visit
with how long 1t will take to get there, what else there 1s
to do or see in the area, where they can stay, etc They
must look at pohtical and personal safety 1ssues both for

therr clients and (o protect the NGO from hability con-
cerns, they even review available sanitaton Operators
must address every 1ssue, great and simall, 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 1ssues

Tour operators will then take their packaged winer-
ary and sell 1t to the next member of the tourism chain
If they are lacal, 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 chentele
ia direct mail Cthers who may be involved with pack-
aging or promoting a3 destination or wnerary could
include the country’s tourism agency or any internation-
ai arrlines looking to push a product that will help them
fill seats Travel magazines and newspapers are the major
publicity condunt for new destinauons, a barrage of aiti-
cles on a “new” place will make 1t more desirable to visit
and, therefore, casier to sell

Tour operators (large or sinall, national or interna-
tional) are going to buy whatevel 1s “easiest” for them -
those destinations that are not only interesting, but also
physically accessible and able to work cooperatively
with the opetator Reliability 1s important, as 1s staying
power-—it will take at least a year from the tume a trip 15
proposed until the fust group arrives The organizer
needs to know you will still be there, still be interested,
still have the same tours/meals/rooms/iates available as
when you weie onginally approached The easier you
are to reach by mail, fax or telephone, the better The
more responsive you are to their querizs, the more they
will rely on you The more you have considered opera-
tors’ inerary needs and have tried to help them—sug-
gesting otlier nearby things to do, lodging possibilities,
on-site mterpretive guides—the more likely you are to
get their business We are not suggesting you get into the
tour business, merely that you look at 1t from your
“clients’ " point of view Everyone appreciates life being
made a httle easier

Independent, individual travelers look at many of
these same 1ssues, and still get their basic information
from travel agents and magazines, as well as travel
handbooks Many are traveling by private car or by
public transportation, 2nd 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 1n advance, the
way Lour groups do, and are therefore harder to plan
on and provision for

The balance of this chapter will review 1ssues your
NGO must address, both within your park and local
community, in deciding whether (and how) to pursue
the ecotourist #
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ASSESS THE PARK'S POTENTIAL

What are the mair: “attractions?” (It mught be better to
ask layman instead of a scienuist) What would the aver-
age person find most mnteresting in your park? Certain
birds? Amimals? Botanical ranties? The actual views or
setting? What c.o you offer that 1s interesting to pull
tourist- nff the usual routes they follo #? The farther away
you are from another established attraction, the more
unusual and interesting your specialty will have to be

How acressible 1s the park? How are the roads into the
patk? s air or water access a viable alternative? How
close are you to another town, for potenual lodging
and/or food supplies? How much would 1t cost to build
or maintain a road good enough to get supplies (and
tounists) 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 there? They do not have to be other
pristine parks or reserves, they could, n fact, be the
opposite Lock at clear cutting or a valley being dammed
up, or a stretch of land converted to agriculture or graz-
ing that shows detrimental land management policies
Properly interpreted (and you may even bave 1o supply
the guide), this contrast 1s good for your purposes, your
cause becomes even more appalent An attraction might
alsu be a nearby communuty of indigenous people, but
only with their full corisent and support, and their
understanding of what tourism might do to their culture
and traditions

Once mside the park, how 1s 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 experience be for older tounsts?

What is the reahistic tournist season? Tlus usually
reads, “What 1s the dry season?” How many months are
the roads passable, 1s the flora spectacular, are the birds
on location, etc * Does your logical tourism season 1nter-
fere with the agricultural season of your nearby commu-
nity and potential work force? Will the local cornmunity
see tourism as a way to subsidize, rather than to disrupt,
their livehihood? Will everyone be needed 1in the lields
just as your tounsts wander 1n?

What exisuing or potentia: intervretive staff 1s there?
The most importaat aspect to ecotoursts 1s information
The numbe:-cne complaint from participants n all
World Wildhfe Fund (WWF) and Conservation
International (CI) 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 or pamphlets,
booklets, signs, and tour guides are typically what the
nature tourist craves Working as tour guides can pro-
vide excellent employment opportunities ior locals,
when they are properly rained On site researchers and
scientists can be used to develop nterpreive and educa-
tional matenals, as long as such activities do not cut into
their pnimary work goals Particularly devoted nature
tourists (both nationals and foreigners) also can be
invatuable here mvite university students, 1etired peo-
ple, or those sceking a working vacation Lo come to your
park to lead tours, conduct surveys, etc

What existing infrastructure 1s there? What f{acilities
already exist in the park for tourists? Visitor center,
paths, lavatories, food service, gift shops, lodging, camp-
sites, nterpretive trails or personnel? Wnat will adding
these services cost you? Can they be developed without
noticeably affecting conservation? What size group
could you accommodate at one ume?

Orie of the most important benefits offered by eco-
tourism to those parks and operatnrs trying to break out
of the “classic” travel mode of fine hotels and European-
style foods 1s that the ecotounist fully envisions “rough-
ing 1t” to sotnie extent Thus 1s extraordinarnly significant
to you in planning park infrastructure Even wealthy
nature tour clients travelling with the finest tour opera-
tors do not expect luxury accommodations, what would
be mexcusable v a city 1s expected—even welcomed—
in the “bush " Construction costs can be kept to a mini-
murmi, using local labor and materials and concentrating
on erergy 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 paper Meals can be simple -
locally grown and produced foods should be used when-
ever possible, and meals should be based on local dish-
es Hygrene 1s much more inportant than “show”
Nature tounsts see local flavor as part of the experience
This, 1n turn, means that “leakage™—the percentage of
dollars thai ends up flowing back out of the host coun-
try to pay for imported matenials, foods, supplies 2nd
iabor—is mimmized

What facilities exist outside the park? Hcw many
rooms and how many beds can be counted on 1n local
lodgings? Are they private rooms, with one or two beds,
or dormitory-style accommodations? Different types of
facilities will appeal to different classes of traveller—
assess what 1s available, aud who would be comfortable
there Are the places clean, hygienic, and well kept
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enough to sausfy all visitors? What restaurants, handi-
craft shops, or other pay-for-hire activities (horseback
ndes, Loat rentals, etc ) are theie or could there be?

It1is important to calculate the total financial cost of
atracting the nature tounst Ecotourisni 1s meant to
increase the economic viability of a park, not indebt 1t
further If the tourism season 1s too short, the roads too
impassable, tite cost of bringing in building or daily sup-
ples too high, then few visitors will come If you are
operating at well below capacity for eight months of the
year, how 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 pomnt, and how many yeais, realistically, will
1t take you to get there?

Most important, how will this benefit the local com-
munity? Local communities must participate 1n deter-
mining what level of tourism best blends their economic
and philosophical needs At what level will locals feel
exploited or resentful of nutsiders? How do you balance
the increase 1n land values that tounsm will bring with
keeping the region affordable for locals? How do you all
work to ensute that the monetary benefits do not get
concentrated 1n too few hands?

How suppertive 1s the community of your conserva-
tion and tourism efforts? What 1s the local population
base, and how do people carn a hiving? How will
tounsm affect that? Would enough people be w.lling to
work with tourists as guides, maids, cooks, etc , to fill
the .1ecessary support 10les?

Tiaining staft can be expensive and ume-consuming
—not orly must personnel be taught how to prepare
and/or present large quantities of food, or how to look
afte1 guests’ daily needs, but also many must be given at
least rudimentary larguage traiming 1f you're seeking for-
eign visitors Tour guides need to be trained comprehen-
sively to educate wisitors fully about the park—often m
at least two languages Hospitality and mteractive skalls
also need to be taught being nice to visitors 1s not
always as easy as 1t sounds Determine how this training
will be accomplished—who will do 1t, how 1t will be
paid {o1, and how much education 1s needed and n
what areas Whether you undertake this project or
expect the incomng tour operator(s) to do so must be
contractually agreed on 1n advance

Infrastructute to house and feed tounsts should be
built outside parks, when posstble, to limit damage to
the natural areas and to mmnimize economic disparity
betweer the reserves and the local community Do not
assume answers to any of the above, consult your com-
mumty leaders, hold public meetungs Only their input
and enthusiastic 1nvolvement can make this work

What 1s the biological carrying capacity of the park?
“Carrying capacity” 1s 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, 1s a tricky question, the answer 1s too often dis-
covered once the carrying capacity has already been
reached and the ecolcgical damage done

Published detailed information on carrying capacity
1s hard to come by, but a good management plan should
include this area in 1ts assessment of a preserve As men-
toned earlier, the Galapagos Islands have come 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 ana feeding behav-
1015 of endemic species, and path erosion have been
observed Efforts are currently under way to limit visita-
tion and reverse negative effects

Slow, small-scale ecotourism development 1s infinite-
ly preferable 1n 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, 1t often loses that sense of
remoteness that ecotoursts are seeking, and for which
they are willing to pay Physical infrastructure—from
paths to ledging—must be laid out 1n a low-key, low-
impact way, so that the natural ambiance of the park 1s
the dominant impression received

These are problems and concerns every park faces
There are countless examples in the United States, for
nstance, of hew a national patk will draw visitors—mul-
hons of them—which will cause locals to move away
because their trachtional way of hife 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 tounst facilities
have been built within the park, causing tremendous
degradatior: to the resource (air, water and noise pollu-
tion, changed amimal hebitats) and to the visitors’ expe-
rnience Traffic and congestion on the roads and trails in
parks all over the United States are major 1ssues today
that are politically painful to solve Plan ahead #
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Characteristics of the site

Accessibility

I CHECKLIST OF PARK ATTRACTIONS
|
i
i * by independent travellers’ prnivate e scenery

vehicles (hours from nearest « wildlfe (presence, visibility) hours’ travel, or within one day)
city?) ¢ archaeological sites * maps
v by four-wheel drive only ¢ other cultural attractions ¢ guidebooks
» only with escort (regularly * nearby attractions * Interpretive center
marketed trips? special arrange- o zealistic tourist season * restrooms
ments?) ¢ food
* by public transportation Activities * beverages/snacks
(approximate cost?) * hiking (length of trails, degree of ® souvenirs/shops
® by air only difficulty) ® shelters or campsites
¢ bird-watching (number of ¢ ndoor lodging
species) ® hotels (what level, number of
¢ other wildhfe viewing beds)
¢ canoes/boating
* campmg
e guided tours

Natural/cultural attractions

Facilities/convenience
(Designate whethcr on sitc, within two

DETERMINE WHAT TYPE(S) OF
TOURISTS WOULD VISIT THIS PARK

T n a 1991 study done by the World Resources
Institute (WRI), nature tounsts are broken into four
separate groups, depending on their true interests
The “hardcore™ nature tourist 1s a scientific
researcher, or a member of a tour specifically designed
for education or to help the reserve in some way The
“dedicated” nature tounst also takes a tnip specifically to
see protected areas and to understand local and natural

A relatively short detour for a new
experience is just what travellers

are looking for.

history A “mainstream” nature tourist wishes primarily
to take an unusual tnp, and will participate 1n an 1tiner-
ary that fulfills that desire A “casual” nature tounst 1s
one who “partakes of nature incidentally” as part of a
broader tnp (WR, 1991) Different parks or reserves
will appeal to diiicrerit types of ecotounsts, the tnck 1s
to 1denuify which will want to visut yours

In part, this refers back to the 1ssue of access
Basically, how committed must visitors be to get to your
park? How long must they stay to benefu? If you are

X-6 Tt Na1Lre CONSERVANGY

located near a city, beach resort or other tounsted area,
your chances of breaking nto the ecotounism market are
excellent A relatively short detour for a new experience
1s Just what travellers are looking for Also, when appeal-
ing to the “casual” nature tourist, your attraction must
usually be fairly obvious—~what conservationisis soine-
times refer to as the ‘chansmauc megafauna and flora’

One NGO, near Cancun Mexico, has capitalized on
this opportunity to take tounists {rorm a beach resort area
for day trips to their reserves as indicated 1n the Case
Study “Sian Ka'an Reserve”

A “Mainstream” tourist 1s also typically intetested 1in
megatauna or flora but 1s more willing to go out of his or
her way for a unique experience Sull, your pristine
ecosystem must be something the layperson can appreci-
ate The further removed from other attractuions 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 they
stay 1n your park (or ncarby 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 fo be interested in nature tours are older, how
difficult/hot/precarious might your park ot additional
activities be?
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SIAN KA’AN RESERVE

ngmally, tours to Sian Ka'an

Reserve (organized by Amigos
de Stan Ka'an) were directed towards
members and benefactors of the
assoctation, as well as researchers
and journalists so they could witness
the scientific work being carried out
there and reahze the importance
firsthand Whle these types of visits
continue, 1n January 90 the eco-
tourism project was started with the

the coastal dune vegetation along the
Tulum-Boca Paila road, visit the San
Miguel, Boca Paila and Caapechen
lagoons by boat in winter (nesting
season for wading birds), or the canal
connecting the coast to Chunyasche
lagoon 1in summer Boal tours are
equipped with binoculars, hfe jack-
ets, first-ard kats, ramn geat, SOS
equipment, VHF radho, snacks and
soft dnnks An abundant lunch 1s

included

The rip 1s planned a< a day trip
because most mamstream tounsts to
Cancun are traveiing on a ‘package”
and would not want to pay for
another hotel room  Also, securing
rooms in the Reserve could mean an
added logistical problem since rooms
are scarce and service vanable A
commusstor to the Cancun travel
agencies selling the trip 1s built into
the price, about 20% goes to Anngos
de Sian Ka'an for operations and to
the Reserve

The tour leaves Cancunat 7 am
and ends around 6 p m Its worth
noting that only a masimum of nine
people make up each excursion and
that the taking of plants, anmuals,
shells, corals ur any other natural or
cultural item 1s strictly prohibited
All trash produced or found during
the excursion 1s collected and
deposited outside the Reserve At the
the end of the day, paruaipants are

following objectives

* Provide an opportunity to both
tounsts and locals to famihanze
themselves with an aimost unal-
tered protected ecosystem

* Raise funds to continue the
rescarch and conservation work
we carry out

® Provide employment to the inhab-
iants of the Reserve

* Raise the environmental aware-
ness of the general public by pro-
viding up-to-date information on
the research and conservenion pro-
Jects

® Support the Secretanat of Social
Development (SEDESOL) 1n
inspecting and guarding the
Reserve since theie are visitors
there almost constantly

Ir the Sian Ka’an “Wilderness
Adventure” the visitor gets to know

asked to fill out an evaluation form

From November 1990, when
ccotours began on a regular basis, to
February 1993, a total of 1,158 peo-
ple have wisited, of which 60% were
US cauzens, 10% European, 18%
Mexican and 12% other

About fre quency of visits to nat-
ural areas, 80% answered “some-
times” and 23% “first unie” Tharty-
one petcent found out about this
tour through travel agencies, and
21% through articles 1n ncwspapers
and magazines Seventy-four percent
said the tour was “excellent”, and
90% want to return

While we cant claim to know the
business, we feel that w~ have the
oblhgation to share with other con-
servation organizations the httle
experitnce we have gained so far
Learning to run an ecotourism pro-
Ject can be an enterpnise that can
consume a considerable amount of
funds, ume and energy The most
important factor to remember 1s that
tourism s a very competitive busi-
ness If you enter 1, the orgamization
needs to momentanly forget its non-
profit status and abide by the market
rules #

—Juan Bezaury Creel,

Executive Director, Amigos de Sian
ka'an, Apartado Postal 770, Cancun,
QR 77500, Mexico

“Hardcore” nature travelers, while rarer in some
ways, are more interested in the nitty gritty They will
travel a fong way, uncomfortably, 1o watch birds, do
research, or help with a project Several well-known,
non-profit tour operaters—Earthwatch and the Sierra
Club, among them—offer ine1aries that are working
vacations (and for which partcipants 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, et¢ They can be
mvaluable, if given a few guidelines, some supervision
and a few tools with which to woik ~ All they require,
other than very mimimal accommodations (some even
hring their own tents), 1s a place to prepare their own
food and a chance to help out and learn #
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CHECKLIST OF
VISITATION DATA

* How s data gathered and
maintained?

¢ Is visitation seasonal or steady?

* Approximate number of visitors
per wcek (low season, high
season) and per-year percentage
of local, national and
mnternational visitors?

* Average number of days spent in
the area (per visitor)?

* Average size of group?

¢ Number commercially guided,
escorted?

® Tour operators worktng in the
area?

® Approximate amount speni In
park?

* Approximate anmount spent in
adjoining areas?

* Remarks about level of tourism

HARDCORE ECOTOURISTS

Travel operators that offer working
vacations and sponsor research
expeditions are listed below

Earthwatch

Tel 800-776-0188

PO Box 403

Mt Auburn Street
Watertown, MA 02272 USA

Smithsoman Research
Expeditions

Tel 202-287-3210

490 LEnfant Plaza

Suite 4210

Washington, DC 28560 U S A
Volunteers assist Srmuthsonian scien-
usts and curators on future exhibi-
ttons, documentation of histonc
evellls, etc

scientsts n their projects

International Research
Expeditions

140 University Drive

Menlo Park, CA 94025 USA
Non profit, public assists in field
research of scientists

University Research Expeditions
Program

Tel 510-642-6586

(UREP)

University of Califcrma

Berkeley, CA 94720 US A
Expeditions where volunteers help
University scientists in thei research
projects

in other procected areas, in the
country in general?

¢ Willingness to pay cntry fees,
other fres?

¢ History of donations to park or
local park management groups?

PO Box 2010

Foundation for Field Research
787 South Giade Road

Alpine, CA 92001

Non prolt, voluateers assist

Ocean Society Expeditions

Tel 800-326-7491

Ft Mason Center

Bldg E, Room 230

San Francisco, CA 94123 US A
Each tnp project has a princtpal inves-
hgator, most trips are marine ortented

USA

PUBLICIZE THE PARK

f you choose to pursue ecotounsts, then you must

publicize your park enough to arouse their interest

and curiosity Nouice we say “publicize,” not “adver-

tuise " Publicity means having a third party recom-
mend an expenence to travellers Publcity 1s free-woid-
of-mouth recommendations, travel art:cles about your
park, inclusion in tour operator 1tineraries, in-country
airline magazines Advertising, conversely, means paying
for media space to promote your own agenda, 2nd often
1s viewed with: greater skepticism than pubhcity
Publicity can be garrered on a varnety of levels

If you are close enough to other tourism centers,

work with a local car rental company or bus company
(which should also be looking for new places to send
guests) and transport guides and hotel or airline sales-
people—anyone in the pos'tior to give advice to tiavel-
ers—out to your park Enccurage them to promote your
efforts Call or wnite local and national tour companies
and encourage their nput—again, invite them to visit
What do they perceive as their primary markets? What

X-8 THE NATUKE CONSFRVANCY

do they think of your tournism potential> What would
they need from you to work with you?

On the next level, contact your state or national
tourism: officials Governments are beginning to allocate
funds specifically to promote ecotourist destinations—
see 1f you can become one of them See 1f a cooperative
publicity program mught be done to have your informa-
tonal brochures at national airposts or tourist centers, or
distributed to tounst hotels 1n cities Remember, the
government 1s also trying to get people io stay longer,
spend more and return soon Or get the natioral airline
to sponsor a series of photographic posters on the coun-
try’s national parks —a great promotion for them 1n
international markets

Try to put an tinerary together, and work with a
local ope1ator to promote 1t to travel writers and other
travel industry people These are called “famihanzation
tnips,” and are basically free tours given to promote your
area If you want 10 be mcluded, think about what you
can provide A free Lour, a meal perhaps, even lodging If
truly quahfied industry peopie parucipate, this 1s the
least expensive way to get better known

L'
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Work opportumisuically Have enough media contacts
in place—perhaps by working closely with the interna-
t:onal NGOs—to immediately take advantage of any
publicity for your region For instance, the U S movie
“Gonilas in the Mist,” which focused on Dian Fosse's
work in Rwanda, was 1eleased 1n 1988 Park fees dou-
bled the following year, visitation increased almost 30%
and the gonlla project suddenly attracted worldwide
attention and funding (Pew Charitable Trusts, 1992)
The Amazon Basin has received tiemendous internation-
al nouice lately, 1t has become a cause celebie for conser-
vation Tourism has boomed in numerous remote,
endangeied pockets of rainforest there

Publicize the positive Keep your name in the public’s
mind, both nauenally and internatonally Send media
periodic updates of what new research programs you
have begun, or how many local chudren you have
toured through your park, or the dollar figure of conser-
vation group contributions Let your elected repiesenta-
uves and tourism ministry officials know how much
money you re pouring back into the local economy #

GENERATE INCOME
FROM A VARIETY OF SOURCES

ncome generation 1s a primary focus of this chapter,
and 15 one arca that most non profit parks and
reserves clo in a very limited way, 1f at all

Park Entrance Fees This 1s onc of the most obvious,
yel most controversial, mcome-generating sources
There are several 1ssues here, parucularly for parks that
recetve any type ot government support How much
should national taxpayers be charged for the utlizauon
and enjoyment of thair o'vnn country? It one of the prn-
mary goals of the park 1s to educate, then should educa-
tonai tnurs and student groups and researchers be asked
to contribute? At wnat fee level does the park become
inaccessible 1o locals or nauonals?

A mulu-tiered fee system seems most appreprate,
with a shding scale based on the visitors’ place of o11gin
and/or trip purpose Most parke presently do not charge
enough 1o begin paying for their own staffing and main-
tenance needs According to the McKinsey Analysis
(1992), park fees presently average only 3% ol a gmid-
ed tour packages cost i Costa Rica, in Meaico and
Jamaica, there are no park entrance costs incurred at all
by tour operators

The US National Park System presently charges
$5 00 per carload of people, or $2 00 per peison on a
bus tour, but 15 constdering significantly altenng that
structure o raise more money Frankly, the parks are

very underpriced Parks are seen as one of the great
“{reebies” of the world, yet engender such enthusiasm in
visitors that most tounsts would willingly pay mere to
support them

Another possibility 1s to instiute a shding fee scale 1o
encoutage visitation during off season times of year
While this might not have a significant impact on mter-
natonal “mainstieam” toursts, 1t might well appeal to
different serious educational groups

One of the concerns with raising entrance fees
enough to cover costs 1s the possibility that foreign trav-
cllers (paying $US5 00 to $US10 09 per person) would
be given piefeience over domestic tourists (paying under
$USI 00) 1n order to meet budgetary needs A quota
system may have to oe considered that would ensure
balanced park visitation

A note 1f a paik s considering a fee hike, give tour
operators a one-year grace period to incorporate the
additional costs in theu piices

National Tourism Fees Work with your tourism min-
istry aud treasury officials 1o allocate a percentage of air-
porr taxes or state tourism taxes Lo the promotion, pro-
tection and development of national ecotourism destina
uons Agan, try .o have any tax increases publicized so
thet the public knows that 1t 1s paying for something
considerea worthwhile—the preservation of natural
resources can lend legiimacy even to taxes

Guided Tours Use staff members to train locals and
volunteers to give tours Charge for this service

Sale of Technical Matcnials Simple, easy-to-read
brochures, trail guides and pamphlets could be sold to
collect additional monies

Sohcut Contuibutions The Nature Conservancy did a
mailing of the guest list at the Darwin Station mn the
Galapagos Islands and raised $150,000 for projects
there Donations to the Monteverde Conscrvation
League expanded rainforest holdings from 2000 hectares
to more than 10,000 hectares Ask for contributions in a
variety of ways 1l visitors appreciate your work, they'll
be remarkably willing to help fund 1t

Tour operators have expressed seme concern about
their chients being bombarded with financial assistance
requests, and have made some suggestions about how to
approach them (Pew Chantable 1rusts, 1992) Do not
do a “hard sell " Let ccotourists know about your nation-
al and international NGO partners, 1t gives you addition-
al credibility Give guests examples of how donations
have been used so far, and ol ongo'ng projects, such as

“Through donations last year, we were able to hire
three additional staff people for keying park flora Three
cuapletely new species were found * Or, “If you give
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$US10 00, 1t will 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
hfetime 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 lterature 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 tounsts n return—give them a
small handicraft, send a postcaid 1n a few weeks thank-
ing them and encouraging them to return, make them a
park “niember,” etc

Contnibutions from teur operators, either voluntary
or required, are also possible Both for-profit and non
profit organizations will consider 1eturning a portion of
their tnp earnings 1f 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 se1vices your
park or community can provide—{or instance, require
that a “step on guide” (lccal tour guide) join the regular
tour escort Encourage any tour cperator with whom
you do business regulariy 1o help train your communuty
membeis

Sale of Local Handicrafts Handicrafts can be either
bought from locals with the profit to ke split by the park
and community, or sales can be set up within a nearby
town for additional employment opportunities

Lodging, Eating Facilities Again, we encourage you to
work closely with your community to develop these
facihties outside of park boundares, perhaps 1n a buffer
zone between the park and town It will affect the parks
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-
1tes, keeping them small-scale, as self-sufficient as possi-
ble, and in tune with the environment Your paik, after
all, 1s 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 mside the park, consider
subcontracting to an outside concessioner for these facil-
1ttes, one who can train staff, book rooms, do marketing,
and keep supplies inventoried Few NGOs can afford to
become involved with this business, other than as a con-
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troller of building plans and hosprtality quality Again,
ensure contractually that as many local people and prod-
ucts are used as 15 possible

The experience of one NGO n Bolivia 1s described
onpagell #

ROLE OF THE NGO

hances are that your NGO has no expertise in

ecotourism You may well be reading through

this chapter thinking to yourself, “Now, hew

am 1 to do all this?” In fact, you may be put off
by the enuire 1dea of ecotournism, given nts complexity

Frankly, that was one of our purposes People have

come to see ecotounism as o “cure-all” for all economic
woes, but that 1sn't necessardy tiue Somietimes eco-
tounism «<an help fill park coffers and contiibute success-
fully to lannd managerient, research and additional land
acquisiion Sometimes 1t <an fail, either through poor
initial market research or planning Sometunes 1t can be
ton successful, harming the very resource 1t was meant
to help protect However, with careful analysis and dedi-
cation to detal the nght site and by working with out-
side experts, NGOs can do the following things

® ascertain your park’s tourisni potenaal,

* determine what infrastructure must be built (and
how),

* work with architects, park designers and developers
wbo know how to create a low-key, environmentally
sensitive park layout,

* develop intcipretive matenals, curricula for guide
traning and solicitation proposals,

® encourage discussions with local commurities, facili-
taurig wide-ranging and open participation,

® obtain hsts of local, natinnal and international tour
operators who mught be interested n your park, scek
advice on whom to contact and how,

* contact national and nternational media, ministries of
tourism and other international conservation and
funding organizations that could help publicize both
your ecotourism efforts and other land management
1Issues important to you, and

¢ 1denufly major benefactors and donors who may help
you start these projects #



O STEm 1

NOEL KEMPFF MERCADO NATIONAL PARK

The Fundacion Anmigos de la
Naturaleza (FA N ) ts a private, non
profit NGO established in 1989 with
an overall nussion of protecting
Bohvias biodnersity Speaifically
FAN 1s working in Noel Kemplt
and Amboro National Parks with
tunds recenved through the Parks in
Penl Program In December 1990,
FA N, with funding provided by The
Natitre Conscrvancy, acquured Flor
de Cro—the only privately owned
property (10,000 acres) located in
Noel Kemplf National Patk and
strategically perched on the edge of
the Ttenez River bordermg Brazil
Flor de Oro scrved as a canp for the
northeastern scetion of the Park to
deter Brazihian fisherman and log-
gers, who pose a maor threat to thie
Park FAN transformed this cattle
ranch (all but 50 head of cattle were
sold) into a park guard stauion and a
base from which to launch saentific
rescarch expeditions to other loca-
tions in the Park Conservation
International RAP Team expeditions
obtained remarkable findings on bird
species, mammal populatons and
plant hie—all indicating a healthy
park with hugh 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 (ormthologst, PAP
Team coordinator and also a free-
lance gwide for Victor Emanuel
Nature Tours-VENT) strongly recom-
mended that Flor de Oro (and the
Park in general) be developed as an
ccotounsm site. He was responsible
for bringing FA N > urst group of
VENT ccotounsts in August 1992
FAN concluded that ecotounsm
could provide not only revenue for
the Park, but also pubhaty and
names of ecotoursts for a possiblc
membership base After an assc.s-

rent and discussions with Dr

Parker, FAN chose 1o develop eco-
tours itsell because of the lack of a
competent local travel agency and

\ .

the presence of an interested and
commutted staff This deaision was a
dilficult one for FAN and may not
be wise for other NGOs  In this case
there was no local travel agency
capable of organizing a tour—the
park and surtounding area are
unknown and the logistics difficult
and only familiarto FAN Dr Parker
also argued that 1t was preferable that
FA N, anon profit conservation
organization working to protect the
park, rather than a local for-protit
travel agency, receive ecotourism
profits Because of the 1solation of the
park area, mvolvement of the local
conimunity was not a key issue

FAN organized al' in country
logistics for the VENT grovp This
included making hotel resetvations,
contracting au and land transporta-
uon, hiring drivers, cooks etc , calcu-
lating and purchasing fuel for land
and air transportation, ensuning that
accommodations had the necessary
cquipment and weie clean and com-
fortable (in Los Fictros this meant
making a prelitainary trip to check
facihities to see 1f there was a stove,
refrigerator, sheets, towels, kitchen
utensils, etc ), preparing menus and
purchasing food, coordinating with
FAN personnel as to what their
duties and responsibihities dunng the
visit would be, and paying all
expenses incurred during the visit
(VENT deposited into FA N s US
bank account the full amount of the
In-country costs — and as the tour
progressed, FAN paid the bills and
at the end provided VENT with a tull
finanaial report) In addiion, FAN
gave a shde show on conservation
problems and cfforts in Bolivia and
FA N s role in conservation This
promprd some participants to make
contriliions

Wiith substanual funding and
technical assistance through the
Parks in Penl Program, FA N has
developed and begun implemenung
management activities for the Noel
Kempll Mercado National Park, inte-

RESOURCES TOR ST cuiss (993

grating the budding ecotourism pro-
giam The Conservancy also provid-
ed, and assisted m securing tunds
for, ecotourism infrastructure at Flor
de Oro, an arrplane and airstrip ard
asmall arrport in Santa Cruz As the
infrastructure has improved, FAN
has estabhshed twelve tiips for 1993
(seven international and five navon-
al), with up to 150 peeple parucipat-
g

Prionty areas for the near future
includ: obtaining funding to com-
plete mfrastructure at Flor de Oro,
developing skills of local guides who
could perhaps double as field coordi-
nators for designated ecotourism
sites, improving the coordination of
logistics (ensuring that vehicles have
radhos, for regular communication
between groups and/or with the Flor
de Oro/FA N office 1n Santa Cruz),
ncreasing administrauive personnel
at Flor de Oro, determining eco-
tourism staffing needs and estabhish-
Ing an emergency cvacuation plan

FA N s purpnse for developing
an ccotountsm program in Noel
Kempff Nauonal Park 1s te (1)
increase or obtain funds for conser-
vation of the park as well as obtain
genetal tunds for FA N | (2) sumu-
late visitation to the park by both
foreigners and locals, and (3) mitiate
o membership program for visitors
41 the same time, the ssues of bio-
ogical carrying Lapacity, recommen-
dauons on the use of designated eco-
tounism sites (Flor de Oro, bays,
watcrlalls, serrania and other camp-
sites), itineraries, and an aray of
other topics must be addiessed This
1s essential considening that other
countries have evaded these steps in
developing therr ecotourtsm pro-
grams only to later suffer the conse-
quences »f diminished presence of
animal populations, overuse of trails
and general degradation of sites

Another side of FA N s eco-
tourism progiam addresses the 1ssue

cantinued on nest page
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ACASESTUMY Ry
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ol national ecotourism policy
Presently, there are no regulations or
legal policies directed at the use of
protected areas for ecotourism The
lack ol infrastructure (lodging, roads,
trails, scenic look -out points), quali-
fied personnel (bi-limgual gwides),
and other faciors have checked the
development of ecotourism in
Bolivia AsFA N develops an cco-
tounsm program n Noe! Kempf
National Park, 1t plans to work with
an ecotourism consultant o set site-
specific policies At the same time,

NOEL KEMPFF MFRCADO NATIONAL PARK (ONIINUID

v .
CE v“o . s L

this consultant will carty out prehmi-
nary discusstons with the National
Sectetary for the Envitonment to
help determine what policies should
be considered at a nattonal level
What 1s projected for the tuture?
In 1993, FA N expects to complete
mbastructure at Flor de On, 10
work with an ecotounism consultant,
recerve up to fifteen groups (both ol
a large and small natwe and ol local
«nd mternational origin), hire an
aaditiorial person to assist the eco-
tourism coordinator, produce 4 pro-

motional brochure on Flor de Oro
and other areas of the Park (indud-
ing the trail system developed at Flon
de Oro by Peace Corps Voelunteet
Alexandra Wood) The key to
developing a successful ecotourism
program for Noel Kempll has been
careful plannig and the willingness
to seek help from those who have
more eEeNsIVe CAPLrience In eco-
tourtsm #

— Nicole Martinez, AN,
Casilla 2241, Santa Cruz, Bohvia

EVALUATING “SUCCESS” AND “FAILURE”

s we have seen, sheer visitaion numbers do

not constitute success The study by World

Resources Institute on masimizing nature

tourisms’ ecological and economic benefits
suggests determining “that point where the distance
between benefits and costs 1s greatest (not where the
number of tournsts 1s greatest) After this point, the mar-
ginal benefit of cach additional visit 1s less than the
added cost of such a visit because of ecological, conges-
tion and cultural impacts ” (WRI, 1991)

Having ‘too many” visitors leads to unacceptable
degradation of the resource Determining that break-
even pomt well in advance 1s the most difficult task you
tace Constant reevaluation must be made, measuring fee
policies and visitation quotas against actual demand By
using all of the ircome-generating mechanisms open to
you, what 1s the highest dollar amount you can earn
from the lowest number of visitors?

Poor park layout and planning also can casily con-
tribute to resource harm  Paths that do not give the visi-
tor a sense of privacy or that disrupt amimal behavior are
worthless, sanitation that degrades water and soil quality
1s sinful, accommodations that are too obtrusive hurt
your ecotourism potential as well as your main land
management gnals

The local community must benefit from your efforts,
local involvement and 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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Building ecotourism for your park will be a long,
slow, painful process As Geolfrey Barnard has said,
“Vision 1s important, but continuuty of action 1s the key'
(Pew, 1992) Plan carcfully, expand slowly, keep growth
sustainable Never depend enurely on the ecotounst dol-
lar—if the weather goes bad or the world cconomy
worsens, 1f your country’s pohucal situation recerves too
much negative internatioral attention, if visiting remote
parks simply ‘goes out of fash:on,” make suie you won'
be caught with huge debt and expectations that can't be
filled

But1f you can successfully blend all the necessary
ingredients, ecotourisrn will offer enormous returns on
the time, money and effort expended to attiact 1 The
rewards are not just monetary, but also a heightened
national and nternational appreciation of the resources
you are so committed to protecting If “seeing 1s believ-
ing,” then there 1s no better way to educate people
everywhere about the needs and benefuts of
conservation #

"
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INTRODUCTION

embership may be a conservation organi-
zation’s most important resource The fact
that a iarge number of people, locally and
. internaticnally, have chosen to affiliate
themselves with your organization and wkat 1t stands
for 1s a valuable source of prestige and political clout
Membership 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 fuiends and associates
Some of them may contribute volunteer work You can
call on members to write letrers 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 contrtbuuions 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 ir.terest The type of membership pro-
gram you select, and the strategies you use to recruit
members, should be appropnate to your organizauon’s
mission and program goals Consider also the special
charactenistics 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 .n the Latin
American/Caribbean region have wilt dynamic mem-
berships that they aie able to mobilize as a powerful
resource for conservation Several, however, have made
nteresting starts, and we believe that memberships will
become increasingly important in the coming years
We recommend that anyone contemplating launching a
membership campaign consult with other successful
membeiship-driven orgamizations and start on a small,
experimental scale to uetermine which methods will be
successful 1n your 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 1s a sullicient
number of potential members to meet your objective
A small 1sland may have a relauvely smal’ . uddle and
upper class and only a certain percentage of people
interested tn environmental 1ssues In this situation you
probably will never be able to achieve a financ.ally suc-
cessful membership program unless you look at interna-
tional memberships So be clear what your objective 1s,
and whete your target audience 1s, from the beginning!

XI1-2 THE NATURE CONSERVANCY

WHO ARE MEMBERS?

Membere are individuals or entities (businesses, clubs,
etc ) that join an orgamzation (usually by paying a mem-
bership fee) to receive specific benefits The primary
benefit, of course, 1s to be part of an orgamzanion sup-
porting the conservation of natural resources However,
formal membership programs usually offer additional
benefits such as free admrssion to reserves, discounts on
merchandise, imvitations to meetings, field tnps and
other events and, quite often, a subscription to a bulletin
or newsletter

Don't make the mistake of assuming that your
donors are your members, and vice versa Fundraising
and membership developnient a > related activiuies, 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 orgamization
Depending on your statutes, they may be entitled 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 1f members’ expectations exceed your
organization’s ability to deliver The most common prob-
lems are that benefits such as newsletiers end up costing
more to distitbute than membership dues can cover, or
that working with members consumes staff time that
would be better invested 1n other piojects Before start-
ing your membeiship campaign consider carefully
- The total cost of providing whatever benefits you
propose to offer to your members, including the cost
of staff ime Your membership fee should cover these
costs, allow a margin for cost increases so you don't
have to inciease the membership fee evely yea and
sull provide some margin of profit to you Most orga-
nizations offer several categories of memberships, with
special, “extra” benefuts for those who donate more
« The demands or expectations your members may
have above and beyond the promised benefits Most
organizations experience at teast 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 1o visit
one of your preserves Some of these services, ke use
of your library or special totus, you may wish io 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, always
be clear about exactly what the benefits will be
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Depending on your organization’s bylaws and the
laws of your country you may be required to have an
annual membzrship mecung at which all members in
good standing have a chance to elect officers, to review
your finances or to offcr resolutions on policy matters
Be sure 1o get good legal advice on what 1s requared

You will not have control of what your membeis mnay
say cr what posuions they may take, speaking *on behaif
of” c .r orgamization Insuitutions with whom you have
tmportaut reltionships (government agencies, the
media, your donors) should know who 1s authornzed to
speak for your group, and whorn to call should a ques-
tion anse

WHAT Is A MEMBERSHIP PROGRAM?

A membership program 1s a set of benefits that you
offer in return for paymeit of annual dues A member-
ship campazgn 1s the woill you do to “sell” the 1dea of
joinmg your orgamzaticn I invelves 'denuhcation of
your potentiel members, knowing wha, will attract them
to your organization and co wtacting thzm to offer the
opportunity to become a member In tie United States,
this 1s usually done with letters sent *hrough the mail
Bat as you will see, 10 Latin America, a wider range

of techniques have been tried, with varyu. ievels of
success #

THr AUDIENCE

aking out a membership n order to feel part
of a group 1s a strong motivation for most
“jomers” in the United States, but this person-
ality trait may not be applicable 1n other coun-
tries, if you seek internationa!/U S membeis for your
own crganization, this « a valuable characteuistic to bear
in mind
Investigate your own situation by seeking out volun-
tary organizations with membership programs in your
own country Who are their members, and what made
them join® Ask fanuly, fnends und associates what they
think of the 1dea of joiming a conservauon group, and
what might motivate them to do so (One U S group
that surveyed its members about what benefits they
hked most found, surprisingly, that the thud most popu-
lar benefit, after the “sense of belonging” and receiving
a magarine, was receiving invitations to special events—
cven though fewer than 2% evei responded to the mwi-
tations or attended any event!)
Keep in mind that different benefits may appeal to
different portions of your audience—rural and urban
populations, for example, or middle and upper income

people

What does yo a1 audience already know about envi-
ronmen'al conservation? Most campaigns designed
the United States draw on a relatively high degree of
knowledge and concern among the general population
But even 1if conservation is not a frequently discussed
topic 1n local neighborhoods, you can hnk the need for
conservation to problems that most people have proba-
bly observed alrcady—water shortages, for example, or
crowding and difficulty of access to parks and beaches,
dechines in fisheries ur fuewood A sense of contribuuing
to unproving the quaiity of one’s own life or the lives of
one’ children s a powerful motvator 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 powerful mouvator only in countries
where such deductions aie allowed (Thus, of course,
works only where scrupulous maintenance of records
and tax payments are the norm!) #

[SUCCESSFUL MEMBERSHIP
CAMPAIGNS IN LATIN AMERICA
INDICATE

+ Members are motivated by the presuge of

belonging to a well-known, respected orgamzation

People respond when you present a problem and

invite them to contact you for more information

« People who are mterested in conservition will
join an organization to meet others who share
their nterests

- Conservation membeiship has been nearly
100% urban

« Most of the membets who join are personally
acquainted with someone on the staff, or have had
personal contact with: the orgamization 1n some way

- The most successful method for recrurting corpo-
tate members has been personal solicitaiion of
business associates by members of the board of
chrectors of the organization

» When membeiship campaigns use televisron
advertisements, those whe contact the organization
for information ahout the situation presented on
television are excellent prospects for membership

« The most successful conversion of inquines to
membership takes place when the person comes
to the organization’s office or1s visited by a member
of the staff, and 15 asked to make a membership
contnbution at *he same time he/she recetves the
information

Tur NATURE CONSERVANGY XI-{(\\
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MEMBERSHIP
DEVELOPMENT TECHNIQUES

his section 1s based on recommendations fiom
Carol Blanton, Director of Membership in the
Conservancy’s Califorma Chapter In 1990, she
- spent four months working in Costa Rica,
Panama and Mexico as an advisor to NGOs developing
membership programs
Membership development s the process of building,
renewing, upgtading and maiataiming 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
1s essential to evalvate how the membership will support
the orgamization, and how the organization will manage
the responsibilities of a membership program
Membership development 1s not simply the act of
attracting 11lew members [t 1s an ongoing process 1dent-
fying potential memoels, recraiting new members,
thanking them, provniding berefits and renewing and
upgrading existing members to incease their suppoit
for years to come #

ATTRACTING 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 resoits, friends and
colleagues of your board members, people who
own homes 1n “high rent” distiicts and possibly
European and US citizens who are resident in your
country

2 People who understand the importance of the mission
of your organization, 1 e scientists, members of other
similar orgamizations, members of professional and
scientific societies, umversity graduates, colleagues of
staff and board members, visitors to zoos, parks,
botanical gardens and natural history museums and
people who participate n activities or your organiza-
tion like field trips, volunteer acuivities and events that
inform them about your mission

3 People who enjoy the out-of-doors, including zco
and park visitors, conservation club members, bird
watchers, oichid and other botanical enthusiasts,
cychsts, sport fishermen, field trip participants and
ecotoursts
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How 10 GET PEOPLE TO JOIN

1 Personal contact 1s tne most successful recruitment
technique One-on-one meetings between staff or
beard 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 mdividual has the potential to be a
major supporter A more efficient way of making per-
sonal contact 1s through speeches to gruups of poten-
tial members (1e unversity groups, professional soci-
eties, civic grouns) Don't make your speech just nfor-
mational It 1s essential to actually ask people to
becoine members

2 Events and field trips held by your organizauon give
you a chance to tell people about your organization’s
work, and then solicit them for membership Speiung
events, long distance runs and cycling meets might
also attract potential members Again, the key 1s to ask
people to join

3 Set up a table o1 booth with a staff member at places
where potential members gather zoos, parks, botani-
cal garder's Explan to visitors how your organiza-
tion’s wotl: 1elates to what they re seeing and enjoying,
and ask them to become mem bers

4 Mail letters of solicitation M.ulirigs can vary from
sophisticated mass maiings to simple mailings to
small groups With mai solicitations, more than any
other techmque, 1t 1s 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 appeal from the Conservancy 1s
included n this chapter as an example

« Mass mailigs To send several 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 1n your postal system, you
can obtain lists of potential members and you have
adequate start-up furding NGOs with an intezest 1n
attempting a mass mailing should contact ANCON
(Panama) to understand how the organization over-
<ame problems with an unrelable postal system, 1ts
computer system, where 1t 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 1f signed by the staff or board
member and written on personal stationery The effect
1s of a personal request from one friend or colleague
to another

\\(g
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« Maihings to targeted groups Park and zco visitors and
event and freld tnp participants can be sent letters
describing your organization and asking them to join
You'll need to set up a system for getting the names
within a few days of their visit so the letters can be
sent promptly First try a simple sign-in sheet at the
entrance to the zoo or park, or try offering a prize or
lottery drawing as an enticement

5 To attract people who spend money on conservation
and out-of-door merchandise

- Display brochuies (with reply coupons and return
envelopes (see 1tem 2, “Reply Coupons,” under
“Guidelines for P-eparing Membership Development
Materials,” below) in outdoor equipment stores, shops
that sell ecotheme products and ecotcurist and artisan
shops

« Insert a membershup brochure in ecomerchandise
The brochure can be aitached like a label to the mer-
chandise or inserted 1n the bag when th:ie merchandise
15 sold

- Automatically make ariyone who huys your merchan-
dise a member of your orzamzation This wili require
getting the namr e and address of everyone wii. makes
a purchase so that the bulletin and renewal ca:. be
mailed to them It will be important to follow up with
these members L2cause they will not have actually
made a decision tc joir and so will be less likely to
renew You will have to be aggressive in educating
them thirough your bulletin and other means so they
renew

6 Display membership brochures with response
envelopes at stores, museums, zoos, park entrances,
airports, hotels—anywhere your potential members go

7 In addstion to cash contributions, some organizations
accept services and volunteer time v payment of
membeiship, and find this system very effective
These are services that otherwise would have to be
paid for 1n cash (advertising, accounting, copies)

Staff can ask, for example, that the rembei contribute
twice the value 1n services as the cash co.t of member-
ship This type of membership 1s often easier to solicit
than a cash contnbution and allo »s you to attract
people without a high level of disposable income #

RENEWING MEMBERS

he ieal value of a membership campaign 1s not

In attracting new members to your organiza-

tion but in renewing existing members All too

often NGCs put substantial effort into signing
up new members and pay almost no attention to renew-
ing their existing members It 1s a simple matter of math-
ematics No more than about 10% of the people you
solicit will become members, and the ones that do will
probably give at the lowest level Sc the cost of each of
those members 1s quite high Conversely, you can expect
that 50% to 80% of your current members will renew,
and that their st »port will increase each year

Renewing existing members is easier

than finding new members.

Renewing existing members 1s easter than finding
new members Your existing members already under-
stand your mission and believe 1n the importance of the
work your orgamization does They don't have to be edu-
cated or persuaded to join You also know who and
where they are

All you have to do 1s remind your members to renev/
Asking memoers to renew 1s reminding them of the
commutment they made to your organization when they
Jowned It 1s your responsibility to notify your members
that 1t 1s time to renew and their responsibility to contin-
ue supporting you by renewing their memberships You
should not be reluctant or embarrassed to send renewal
notices A renewal notice 1s like the bill you receve from
the electric company You don't expect to pay for elec-
tricity unty] you receive a bill Members won't renew
unul you remind them that 1t’s time to do so

How 1O RENEW YOUR MEMBERS

1 Set up a system to keep track of your members, their
addresses, how much and what they gave and, most
important, their renewal date Although this can be a
manual file system, 1t 1s hughly preferable to use a
computenzed 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 ime Make
renewals a prionity It 1s best to send out renewal
notices on the annversary of the month they joined,

Tut NaTurt CONSERVANCY
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rather than lumping the renewals together and mailing
once or twice a year Most important, mail the renewal
on iime Not only will you receive the income sooner,

RENEWAL METHODS

The following methods are hsted in order of effectiveness

but a weil-run renewal program sends an important

message to your members It says that your organ:za- 1
tion relies ori member support and that the organiza-

tion 1s run m an efficient, businesslike manner

3 Don't be afraid to ask more than one uime The first
notice should go out one or two months before the
renewal month (the month the member onginally
Joned) and be followed up by one, two or three more
raonthly notic=s until the member renews The follow-
ing flow diagram 1s the approach ANCON uses for
soliciting and renewing memberships

Should you 1.ia1l a letter or something that looks more
like a bill? The advantage of a letter 15 that you can
give the members information about the organization,
what you've been doing in the past year and why their
continued support 1s so important A “bill” reinforces
the obligation to renew In either case, 1t 1s importarit
to be clear about the purpose of the mailing, and to
communicate the importance of the member’s support
and the obligation to renew

Telephone members to remind them that ther renew-
al1s due, and have a messenger pick up the check
This 15 costly but may be necessary where postal
systems are unrehable

FLOWCHART OF A
MEMBERSHIP PROGRAM MEMBERSHIP PROGRAM
PROSPECTS
Ist Requus or Mailing
|
NO PROSPECTS YES MEMBLPS
2nd Request orFollow up Mail 1 I I
L [ —
NO PROSPECTS YES | NEw MiBERS RENEW
3rd Request orFollow up Mail 2 I ]

| ]

THANK YOU CARD

NG PROSPECTS YES RECEIPT, NEWSILTTER
INVITATIONS, FIELD TRIP
4th Request and Survey | Ist Request for Rencwal (Membarship will expire)
[ [
NO PROSPECTS YES 1 NONACTIVE YES
MEMBER
. l 2nd Request for Renewal (Mcmbership expired)
|
NONACTIVL YES
MEMBER
I 3rd Request for Renewal and Survey
|
NoONACTIVE YES
MEMBER-DELETE
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3 Send a messenger to the home or office aatomatically
each month in cases where members have jomned a
monthly payment program

4 Send letters followed up by telephone calls,
or vice versa

5 Publish a renewal notice 1n your hulleun Though an
inexpensive method because 1t takes advantage ot
printing and postage costs already being spent, there
are several disadvantages First, there 1s no way to pei-
sonahize or focus the renewal 1equest to attempt to
upgrade the member’s support (see “Getting More and
Larger Gifts from Your Members,” below) It’s also
often not clear to members that they're being asked to
renew The renewal gets lost in the bulleun Tnally, 1t
1s difficult to provide a reply envelope If you must use
this method, make the renewal form visually prom-
nent or, better still, make 1t a separate enclosure and
provide an envelope

6 Look into the ways people pay their utility bills in your
area In places where the postal system 1s not rehable,
utihty bills are often paid at markets, banks, post
offices, etc Thus option offers the advantage of a safe,
rehable system that people are accustorned to using,
and 1t might reinforce the sense of obligation to renew

GETTING MORE AND LARGER GIT'TS
FROM YOUR MEMBERS

If you treat your members well, send them bulleuns and
other information they expect, thank them for their gifts
in a imely manner and provide them with the other ben-
efits you've promised, and 1f your organization 1s 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 1s ask

Techniques for Increasing Member Support

1 Through the renewal process, ask all members, or
members in the higher giving 1anges, to mcrease their
gift by 25% to 50% when they renew This will require
that the renewal letter and reply coupon be mdividu-
ally typed or computer generated, not pre-printed
Thus 1s easily accomplished on a standard word
processor system such as “WordPerfect,” and the use
of an Upgrad. Table At renewal ime, you look at
what the member gave the year before and then refer
to the Upgrade Table to determine what the renewal
request will be To ensure that you don't push the
member too hard, you can hst several gift amounts on
the reply coupon

UPGRADE TABLE
It HIGHEST GIFT IS  LETTER SHOULD COUPON AMOUNTS

ASK TOR
$7.500-$10,000 $10,000 10,000, 8,000, 7,500 other
5,000-$7,499 7.500 7,500 6000, 5000 other
2,500-4,999 5 000 5,000, 3 500, 2,500 other
1,500-2,199 2 500 2,500, 2,000, 1,500 other
{,000-1 499 1,500 1,500, 1,200 1 000 oiher
5C0-999 1 000 1,000, 750, 500 other
250-499 500 500, 350, 250 other
150-249 250 250 200 150, other
100 149 150 150, 125, 100, other
50-99 100 100, 75, 50 other

2 Offer premums for increased gitts such as a book,
note cards, post cards, tote bags or a T-shurt The cost
of the premium, including mailing and staff time,
should be no more than 10% of the donation Be sure
that 1if you offer a prermium you are prepared ahead of
time This may require funding for the premium,
packaging, mail and delvery Look for something that
1s easy and cheap to mail Does 1t require hand deliv-
ery, 1s 1t fragile, 1s 1t easy and cheap to package and
does 1t require complicated communications with the
member regarding size, color, etc ? You will do more
harm thaa good 1f you cannot get the premium to
people mtact, in a umely manner An example of a
gift as thanks for a contribution 1s included below

When You Join
The Nature Conservancy.

With your membership gift we'll send you our
exclusive first edition 1994, 16 month wall
calendar as a special thanks

It's tilled with beautrtul full-color photographs
of wildlife species and landscapes—all
protected by The Nature Conservancy Not
only will you be amused and amazad as you
turn the pages of this handsome calendar,
you'll also have the added satistaction that
you are doing your part to help preserve the
world for all its creatures

Plaase atlow ¢—8 weeks for delivery Your contribution is tex
deductible xcept for the §7 §5 relall vaiue of the calendat
(over plesse)
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3 Establish membership levels and ask the members to
move up to the next level at renewal ime This 1s a
way of formahzing the first techmque By establishing
membership levels with names (“Patron,” “Benefactor,”
“Family Membership,” etc ) you can have preprinted
reply coupons witn these levels highlighted and then
ask the member to move up to the nest level in the
renewal letter You can circle i 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 Inwite all or selected high-level members to an event
At this event you can raise money tn several ways, but
1t 1s important to decide ahead of time the objective of
the event

To solicit people for gil: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 ail attenders have a high
giving potentiai 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 ime to make the first gifts or even do the
asking m 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 1in order to get the process rolling

fo educate your members, build enthusiasm and/or
thank them for past gifts you may not want to charge
admussion, but you must follow up with all attendees
after the event, to ask for support

To make money on the event uself it 1s essenuial that
you keep costs at a mmmum and work hard to sell
tickets Arrange for donations of food, beverages,
entertainment and labor 1o ensure the greatest return
on your mnvestment in the event

5 Estabhish 2 “giving club,” which 1s a variation on
membership categories, discussed above The club1s 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< aud benefits for the members, like an
annual dinner or field trip, fr-e admission to parks,
zo0os, etc , and perhaps a premium such as a book or
calendar for jomning or for increased donations A
good premuum 1s a certificate of membership that the
members can frame and put on their walls, or a mem-
berstup card [f the card or certificate has a space
reserved for new mscriptions with the renewal each
year, when you ask the members to renew they will
have to send you the ceruficate to get their current

X1-8 Tur NATURE CONSLRVANCY

mscription, 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 1t It1s essential that you build a sense of pride and
exclusivity with the members of this club and main-
tain contact with them This might come through reg-
ular informaronal mailings, newspaper/inagazine
reprints, a special newsletter, nviiations and general
information that promotes the organization and gives
the members the impression that chey are special and
valued frniends with a personal relationship to the
organization

6 Use your board to :denulfy 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 membeis who have high-
level contacts) to give you a st of their fricnds and
assoclates 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 telephonc A request for support from a board
member to a friend adds credibily 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 #

TESTING AND MONITORING
MEMBERSHIP DEVELOPMENT
TECHNIQUES

o one techmque for sohciting, renewing or

upgrading members 1s night 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 fest, track and monitor your member-
ship efforts

1 Code all sohcitation matenals so you can 1denutly
them The code 1s a special marking—usually a com-
bination of letters and numbers--that indicates which
particular pubhication or matenal 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 1t! Codes should be simple, but unique for
each solicitation effort, and should 1denufy the group
the solicitation targets, the time 1t was use, where 1t
was used—whatever you need to idenufy 1t n the

\\\i.
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future For instance, the coupon 1n your spring 1993
bulletin might be coded “S93B " The reply coupon in
letters sent to board member friends, 1n spring 1994,
might be “bml-s94 " The reply coupon in the
biochures you put in the Grand Hotel might be “ghb,”
as oppesed to local T-shurt shop “tsb " You might test a
coupon n you. brochure that has an envelope
attached against one without an envelope The two
coupons might be coded “bene” (bulletin coupon, no
envelope) and “bewe” (bulletin coupon with enve-
lope) Don't forget to keep a record of all your codes!

Taste ]

CoST OF ONE MAIL SOLICITATION

MATERIALS Cost prr Unit COST PER UNIT
NATIONAL INTERNATIONAL

Letterhead paper US$0 07 USs%0 07

Whte papcr US$0 06 Us$0 06

Mailing envelope Us$0 08 Us$0 08

Return envelope US30 06 Us$0 06

Registrauon form U550 04 US$0 04

Decals/Suckers USs0 14 Us$0 15

Photocopy UsS0 10 USss0 10

Postage Lis$0 20 US$0 3»

Labor Us$0 05 Us%0 05

Miscellancous Us$0 20 USs$0 20

TO1AL Us$1 00 Uss1 16

Tasie 2
COST OF MAILINGS PER
DONOR IN ONE YEAR

2 Keep tiack of how many prospective members are in

each solicitation For instance, the number of
brochures left at a location, number of letters mailed
or number of people invited to an event This 1s
referred to as the “population” of individuals sohcited

3 Keep track of the costs of each sohitation effort
printing costs, staff time, postage, event costs, premi-
ums and benefits, eic as indicated 1n Table 1 and 2
based on ANCON’s membership program

4 Keep track of how many people vou sohicit and how

much money you receive from each response to the
invitation, letter, brochure, etc

5 Prepare a spreadsheet o1 chart (following the formula
outhned 1t this chapter’s end) to make a relative com
parison between very different solicitation efferts
Compare, for instance, the response to brochures left
at the zoo with the response 1o letters mailed out to
people who visited the zco Compare response rates
(percentage of the total population that joined from
one group of solicitations), net income and cost per
unit raised from one effort to another Table 3 was
developed as an evaluation tool by Dimas Botello in
ANCON »

GUIDELINES FOR PREPARING
MEMBERSHIP DEVELOPMENT MATERIALS

hen you prepare written matenals for
membership solicitation such as

gg;‘(‘)’;“ :)NJ:S:S“'W“ brochures, letters or reply coupons,
follow these rules

Ist solicitation Us$1 00 Ussl 16

Thank you Us$1 00 Us$1 25

Ncwslci(cm " US$2 08 US$2 36 1 The brochure or letter must be clear and to the pomnt
Outreach a;“vuy USS2 00 US$2 00 It must descrive the mission of your organization, and
" Gose 08 ey 1ts goals and activities Also give examples of projects
TOTAL

you have accomphshed and are working on Explain

Tasir 3

EFFECTIVENESS OF THE MEMBERSHIP

CAMPAIGN ANALYSIS OF SOLICITATION ACTIVITIES

A B C D E F G H I
REQUESTS  Unit TotaL NUMBER % INCOME NET AVERAGE CosTt/
MAILED Cost Cost RESPONSES RESPONSE INCOME DONATION BENEFIT
Formula AxB D/A F-C C/F

1 Solicnation Activities

a Mailing 15,300 $100 $15,300 455 297 $37,195 $21,895 $48 12 041

b Speeches/Presenitations 3000 $0 50 $1 500 80 267 $3 050 31,550 $19 38 049

¢ Office Visits 2,500 $0 50 $1250 35 140 $2,075 $625 $23 57 060

d Earth Day Flyer 40,000 $013 $5,200 10 003 $3,580 (31 620) $162 145

2 Total 60,800 NA $23,250 580 095 $45,900 $22,650 $39 05 051

Tt NATURL CONSIRVANCY
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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 1t 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 or. from members
and that major grants are often ephenieral Ask them
to become members Don' assume that writing a letter
with informatien about your organization and an
explanation of your funding needs will make them
jon Say something hke “You can help us accomphsh
these important goals by becoming a member Please
send your check for $15 today " Tell them what bene-
fits they Il get as members quarterly bulletins, field
trips, free admussion to parks/zoos/museums, mer-
chandise discounts, gifts/premiums, tax deductions
Tell them how much money to send 1f possible, vary
the amount for different groups When you are writ-
ing a pe1sonal letter to someone you know can make a
large gift, don't ask himv/her for a numimum 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 10 send 1t
Sec the attached letter from the Conservancy to gan
support for our international efforts

The reply coupon 1s the most importanr piece of writ-
ten material you can provide to a prospective member
it 1s the form members complete and send back to

you with a check Sometimes 1t will not be possible to
provide one, but try It will greatly increase the hkeli-
hood that you'll gct a response

The reply coupon should stand alone Look at any
ceupon you're using in your bulleuin, your member-
ship brochure o1 with solicitation letters Now imag-
me that vou know nothing about the organization and
have found the coupon without any material Would
you be @bl to 1dentify the orgamizauon, understand
1ts mussion, goals, act 'mies and needs, know that the
organization wanis you  become a member and
know how much money to send where, 1¢ the exact
address of your organization?

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 they tele-
phone you to have a messenger pick it up Giving
prospective menibers ar: envelope makes it casy for
them to reply It ehminates one important hurdle—
finding and addre< <ing an envelope I you question
the cost-effectiveness of providing a «cply envelope or
of stamping it, do a test Send half of your solictations
out with an envelope and hall without (or half
stamped and half without a stamp) Keep tracl. of the
costs and responses (as described 1n “Testing and
Monitonng Membership Development Techniques,”
above) and you'll know wlich works better Don't just
assume 1t wont work Testit! #

1815 Nonth Lynn Street
Atlington, Vugins 22209

() $100 ()$50 ()$25 ()S20

Please detach and keep the bookmark above as our way of saylag thank you for your support.

HELP THE NATURE CONSERVANCY SAVE RAINFORESTS!
Dear Mr. Sawhill,
I admire the efforts The Nature Conservancy has made to sustain life-giving rainforests in Hawaii and Latin America
and I vaderstand the urgency of saving stil! more rainforests — the richest, oldest, and most complete ecosystems on our
planet. Y'es, I'll help save the threatened rainforests. I have eaclosed my membership contribution af:

()$15 () OtherS_____
In thanks for your gift of $15 or more, you'll recaive
Nature Conservancy's 16 month calesdar and our

bi-monthly, full color magance, Nature Conservaacy.

Please make your tax deductible cbeck puyable to*
The Nature Conservancy

TNC occasiounally makes 1ts membership List avalable to
reputable or 1 whoce pr we thunk you will
find of interest. If you prefer that your name not be
wcluded, please check this hox.[3
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COonsenainy et

Right now tods;y species s-e bacoming extinct at a
rata fagtog than any time in the Xarth s history --
ohs speciss sach day

If tha present trends continue bv the year 2000 the
world will lose one plant or animal species svery hour
of every day Ths primary reason?

Rain forest destruction Wiman beings are rapidly
sliminating tho most productive habitats -- lifa-
giving rein foresty

The Nature Conservancy urgantly needs your help to

eArry out its efforts in tha U 8  lLatin Amsrica and

the Pacific to stea this ~hameful tids of dastruct’on
Daar Frisnd

What's a rain foreat vorth?

Scratimss mote than wt rsaliwe

Fully hslf of today ¢ nedicines can be traced to little-known organ~
iams, many of which coms fiom tropical rasin forests

Focds ve eat svery day .uch as tomatoas and chocolata ware discov-
ered in the tropica

And that s no all

If we have learned anything from our incroasad knowladgs about the
environment it is that tho Larth s living » are i tad
snd intardupendant The dami of & rain forust ia not only faslt by the
plants and animale in the forsst but thousands of miles away -- periaps
even in your backyard

Take the wood thrush you may watch from your kitchen window Tt win-
tars in Latin Arerican rain forssts And studizs show that if the bizd s
tropical forest habltat is cut or burned, or otherwise dsstroyed thase

e g

birds will no longer survive They 11 no longsr grace the Worth Amsrican
foreste They'll no longar gra.a your yard

And  that s still -0t all

While it may be possille to raveras the pollution of water or alr,
the loss of & plant or animal 3pecies is irravarsible

“This is tho folly our dsacandants are lsset likely to forgive us “ a
noted Bsrvard biclogist Edward O Wilpo:

1'm writing to you today becauss The Naturs Conservancy urgently
neads your support to advance our efforts to the most important natu-
ral syatsms on our planst -- ite lifs giving rrin forests which harber
fally one-third nf all species

And £ight now today we have our han  full with sava.al vital rain
forest projects In tha U §  the Pacific ar Latin America Let me share
the details of just a few of them with you row

Saving Rain Yor at_Home

Mot all rain forasts ars outside the U 8§ Indeed soms of the most
beautiful and biologically unique rain forests ara in Hswali They are a
natural treaauie

Birds plants and § cta -- species tiat cannat be found anywhers slse in

the world -~ dwell n H ali 3 zain forasts

I'm talking about truly sttraordinary crestures like the akch~kohe or
crested hone)cresper ths Tlappy Face spidar and the vorld s only kiovn
carnivorous csterpillar that “acbushes” insscts

Unfortuiataly the Hawailan rain forest le under siege In just 200
years cvor ha)f of Hawali u rain forest has baen lost

Hawsil » rain lorests evolved without ths prasence of large mammals
Thus, its plants do not have many of the defonae machanisms - thorns deep
roots etc =~ duveloped by plants in other snvironments They are helpless
sgainst the wild pigs and othar non-natlve spucies introduced by man These
alien pests are destroying Hawail a ramsiring fragile rain forasts

The Mature Conservancy is rushing to save Havail'i last raln forests
As & flxat stap our work involvas buying Hawaiian rain forests and Plrcing
them under protaction On the island of Haui we have protactsd more tlan
3 000 acres of high-alevation rain forast and alpine shrubland And we have
Just scquized a lon more Lhan 1,200

Page 3
accas of land the K + on West Maui

But there are thousands of acxes on Maui that still need protaction
With your help we cin ses to it thet these lands and the wildlifc and
planta thay shelter are presarved

It would ba an incalculable tragedy t» permit the destriction of our
astion a last tropical rair forests -- both fzom an ecological sndpaint
and a political one how cai we possibly convince Third World nations to
fend off davelopment that will dastroy their forssts whan we sllow the da-
struction of our own!

Protecting the Maya B{ h serve

Guatamsla s northernmost regicn known as the Faten containa the
wost extansive lowland tropical-forest ecosyatsm in Cantral America

Its forssta and wetlands ars glohally aignificant Thay zerve as win-
taring and feeding grounds for Bcoras of birds that brighten our North
Amsrican aprings and summers

That s why The Nature Conservancy ia helping to ssfeguard an snormous
resorve in tha Paten -- spanning 2.8 mlllion acres -~ called tha Maya Blo-
sphars Reservs

In tha past montha the Conservancy has based a local advisor in the

worked closely with Guatamals s official National Council of Pro-

ta.ted Areas and local conservationista and daveloped prasarve designa and
¢ plana to p targoted sit

Now the Council has asked the Conservancy to draw on our expsrtise and
1ead the offorts to train Jocal Guatemalans in park management techniques

¥e want to procesd But high-quality training prograns take maney
That s vhare you come in Your ismediate financial help can make thim vi-
tally noedad training initiative s Teslity

Precerving Panams » Parks

Parama i{s the 8-shaped isthsus connecring Central and South Amacica
And whila it say be small (shout the size of South Caroline) Panama pro-
vidas the world s truly astonishing array of life over 12 000 specias of
Plants and trees and eome 900 bird species -- more than are found in the
U S and Canada gombined

But what nature has genarously bestowad upon Panama, we humana are
oquickly teking away

Over €0V of Panama's tropical forast hibitat hes already bean lost to
logging, mining, cattle ranching and slash-and-burn agriculturs The na-
tion is losing forssts at the shocking rate of 100,000 acres per yesr

Unless current trends are reverasd -- and fast -- Panama will lo
®most of its ramaining, unprotectad tropical Zorast in the nazt 10 yaacs

That's why the Consarvancy has joinaed forces with Panama a leading
conservation organization ANCON to identify, protact and mARGge & Pyatea
of resstvea that will praserve Panama s irreplacealle binlogical diversity

With a manbership contribution o2 813, 320 or §50 the Consarvancy
will sea to it that the Panamanians have the dsta and experti required to
make wise dacisions about conserving their country's moat crucisl natural
lands

The importance of saving tha world » remaining tropical rain forests
cannot be overstated

Thay are ths richest oldest and most complez ecocsyatems on Karth
Tusy provide mcdicines and foods They help stabilize global ciimata And
they pressrve our planat s biological diversity

The Conaervancy’'s goal is to do whatever it takas to save all
the raln foresta that can be saved hoth here in the U S and abrosd, be-
fore it a too late to act

1 = aaking you to play & direct role in this vital miseion by making
an immedlate urgently nsaded contribution to the Consarvancy

Flesse With so much at etaka rush your contribution == qanarcus
88 you can make it -- back to us right away Today if at sll possible

Hake no mistake Individuals like you ara the Conssrvancy's 1life-
blood Our work cannot go forward without your help

Sincersly,

(oS30

John € Sawhill
Presidant and Chief
Txecutlve Officer

P 8 With your gift of 313 or more, you 1l receive Hature Lonservancy our
bi-monthly magazine for members and cur sxclusive wall calendar
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BUSINESS REPLY MAIL

FIRST CLASS  PERMIT NO. 1585  ARLINGTON, VA

POSTAGE WILL BE PAID BY ADDRESSEE

The Nature Conservancy o

Member,hip Department

P.0.Box 17056

Baltimore, MD 21298-9704

Recycled Paper

1

(]

10 Average donation

11 Average cost per member

12 Cost/Benefit

MEMBERSHIP SOLICITATION
EVALUATION REPORT

Campaign inmual date

Period of the repont

Total number of solicitations _

(Type of sohcitation Mailings Phond culls Contacts Frents, Others (specify))

Unit Cost of solicitation

(Take into account porsonndd salanes, cquipment, mailing expenses,
prniing newsletter expenses copying dlc)

Total Cost of sohcitation

(Total # of requests xunmit cost)

Number of responses

Percentage of responses

(Numbc1 of responses/Number of sohatations)

Total income

Net income
(Total income - Total cost of sohaitations)

(Total incomc/Number of 1esponses)

(Total cost/Number 1espon-es)

(Total cost/Total income)
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THE IMPORTANCE OF EVALUATION

bviously, with membership campaigns 1n
Latin Amenca and the Catibbean at such an
early, experimental stage, 1t 1s very impoitant
to evaluate carefully the results of each type
of solicitation Good records, and diligent t.acking, will
make 1t easier to share information with other organiza-
tions now and to make more solid decisions 1n the
future A sample form for evaluaung the effectiveness
of a given membership solicitation project 1s included
below #
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How to Manage Your Organization’s Finances

SECTION 1

FiscAL MANAGEMENT FOR NONGOVERNMENTAL ORGANISATIONS
A PrRACTICAL, “How To"” MANUAL To AssIST ENVIRONMENTAL
NGOSs IN THE EASTERN CARIBBEAN

Whnitten by

Judith A Towle

Island Resources Foundlation

NGO Institutional Development Programme

SecTion 1
Rectving U ST GOVERNAIENT FUNDING

Whnitten by
Alma Lopez, Martha *arsh, Minam Ostna,
Carla Tulano, The Nature Conservancy

Contributors
George Cavanagh and Monica Ostna,
The Nature Consenancy
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Nature
Consérvancy.
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How to Manage Your
Organization’s Finances

Li1ST OF FIGURES

Figure 1 Example of an Expense Budget
Figure 2 Example of a Reconciled Budget
Figure 3 Quarterly Cash-Flow Plan
Figure 5 Sample Budget Control Statement
Figure 5 Sample Fiscal Status Report
fo. Externally-Funded Project
Figure 6 Sample Project Budget
Figure 7 Sample Income and Expenditure Statement
Figure 8 Sample Income and Expenditure Statement
Including “Contributcd Services” and Line ltem
Figure 9 Example of a Simplified Worksheet
to Record Cash Transactions
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INTRODUCTION

n orgamzation’s ability to manage 1ts finances
1n an efficient and accountable manner 1s a
cnitical element for long-ter 1 success Many
organizations with creative 1deas and out-
standing projects fail because or  lack of financial plan-
ning and sound managemerit
The Nature Conservancy offers trainiig and techni-
cal assistanre to nongoveinmental organizations 1n
fiancial management through a variety of mechanisms
These include regional workshops, South/South
exchanges, on-site visits and a variety of courses offercd
at ("onservation Traming Week
In this chapter, we are presenting two documents
that will provide guidance 1n establishing and managing
a good financial accounting system The fust deals with
the general principles in setting up a system and the sec-
ond offers advice on working with U S government
funding
In the first section, we have included ihe Island
Resources Foundation’s ‘ Fiscal Managem: :nt for
Nongovernmental Orgamzations A Practical, How to
Manual to Assist Envionmental NGOs In the Eastern
Canbbean” With few matenals available for nonprofit
o1ganizations in this field, the foundation’s manual 1s a
great contribution We thank Ms Judith Towle and the
Foundation for their permission to repririt 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, 1t 1s an introduction for those
organizations currently 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 requirenents and the audit process in general
It 1s important to remind all recipients of U S govern-
ment funding to read their grant award matenals careful-
ly ana to work with auditors who are familiar with these
special requirements #
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F1scAL MANAGEMENT FOR
NONGOVERNMENTAL ORGANISATIONS

A PracTiCAL, "How To" MANUAL
TO ASsIST ENVIRONMENTAL NGO~ IN THE
EASTERN CAR(BBEAN

Preparcd by

Judith A Towle

Island Resources Foundation

NGO Insututional Development Programme

June 1992

This manual 1s published as a public service by Island Resources
Foundation [IRF] as a part of 1ts NGO Instituuwnal Developmerd
Progiimme (or the Eastern Cartbbean The Programme was established
n 1986 with support from the World Wildlife Fund-U S and the
Rockeferler Brothers Tund Since 1989, the programme has been sup-
ported by the U € sgency for Iniernational Development through a
Cooperative Agieement with Island Resources Foundation (No OTR-
0158-A-00-9161-00)

The manual 1s supplied without charge to nongovernmental organi-

sations participating in IRF s NGO Programme A limited number ol
additional copics are available for distribution Send regucsts to

Island Resources Foundation
Red Hook Center Box 33
St Thomas, U5 Virgin Islands 00802
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SECTION |

F1SCAL MANAGEMENT FOR
NONGOVERNMENTAL ORGANISATIONS

A PRACTICAL, “How T0O” MANUAL
TO ASSIST ENVIRONMENTAL NGOs IN
THE EASTERN CAR'BBEAN

FOREWORD

n 1986 Island Resources Foundation [IRF]
launched a programme to provide 1nstitutional
development assistance for those nongovernmental
organisations (NGOs) in the Eastern Canbbean
whose objectives focus 2xclusively or in part on the
environment and resource development Since the estab-
lishment of its prograrame, IRF has worked closely with
1ts NGO partners te identify and target priority mstitu-
tional development concerns and technical assistance
necds within an overali framework of NGO support One
area has consistently stood out as being critical—namely,
the necessity for smaller nonprofit, nongovernmental
organisations to develop more coherent and understand-
able fiscal management policy and procedures
This manual has been prepared as a direct response
to that articulated need and to the related 1ssues and
concerns raised by the NGO leaders 1n discussious and
meetligs with the IRF staff In providing this guidebook
for NGOs, our aim has been to he wiite a ducument
which 1s practical in approach, easy to understand
format, and specific in addressing the financial manage-
ment requirements of our target audience—i ¢ the
mostly smaller, heavily volunteer-oriented, environm.en-
tal NGOs of the Eastern Caribbean
The manuals author hastens to point out a bias which
almost predetermined the direction this manual eventual-
ly took Specifically, she 1s not a baokkeeper or accoun-
tant by traiming or profession Therefore, the manual 1s
not particularly written for persons with a formal back-
ground n a financial field What the author 15 and has
been for two decades 1s a financial manager cf funds for a
nonprofit MGO based 1n the Canbbean As such, her
interests, znd therefore the emphasis of this document,
have not been on bookkeeping or accounting per se, but
on sversight and monitonng, on fiscal control, on fore-
casting and on the careful stewardship of NGO funds
The person within the NGO staff or leadership struc-
ture who has financial management 1¢csponsibihities does
not necessarily need a formal accounting background or
traming—required accounting services can periodically
be contracted for by the NGO when necessary, provided
that the basic nternal system provides for the careful
and timely recording and reporting of financial transac-

tions What 15 cntical to the NGQ 1s that the organisa-
tion’s “fiscal manager” be a respons.ble person who
understands that diligent fimnancial oversight and control
are cntical to making informed nst tutional decisions
and to the rational allocation of the ~CO resources In
other words, you do not have to be a bockkeeper or
even an accountant to be a good financial manager
Island Resources Foundation welcomes feedback and
comment on the information and recommendations pre-
sented 1n this document Our NGO Insututional
Development Programme 1s an ongoing one, and a con-
tinuing dalogue with our NGO partners is important to
us Also, there 1s an updated version of this manual that
has been reviewed and amended by an accountant with
the Canibbean Conservation Associaion Copres of this
version are available The following persons may be con-
tected as indicated

wo,

For information on IRF
NGO Programme

For information on
NGO fiscal management
or this manual

Judith A Towle
Vice President
Island Resources

Bruce ] Horwith
NGO Programme Director
Island Resources

Foundation Foundation
Red Hook Box 33, Post Office Box 103
St Thomas St Johns, Antigua

US Virgin Islands 00802  Tel 809/460-1740 #
Tel 809/775-6225

Fax 809/779-2022

PART 1 THE IMPORTANCE
OF FINANCIAL PLANNING

THE BUDGET AS AN NGO PLAN OF ACTION

budget 1s th- tool used by nongovernmental
orgamsations (NGOs) to translate their pro-
gramme objectives and organisational goals
mto financial te-ms It 1s a key management
tool and represents the group’ blueprnt for a given time
peniod, expressed in monetary terms
To design an effective budget, the NGO must first
know what 1ts goal and objectives are The budget—the
organisation’s financial plan of action—is merely the
logical extension of policy decisions already made, foi
example, in the NGO’ long-term wstitutiorial develop-
ment plan or 1ts annual programme planning document
The process of budgeting forces the NGO 1o analyse the
cost feasibility of actually doing what 1t has proposed
Since most NGOs do not have endowments or sig-
mificant accumulated funds, they depend upon the

)
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ongoing generation of future income to meet financial
commutments Working within such constraints, the
nstitution’s budget can be a helpful monitonng tool, for
1t provides benchmarks or companson pomnts that indi-
cate whether financial goals and requirements are being
met Furthermore, the proper and timely accounting of
revenues th.ough the budgeting process 15 an important
critenion by which NGOs will be evaluated by donor
agencles

The majonty of NGOs are usually very uncertain
about the amcunt of revenue they can expect to receive
during the next fiscal year One alternative 1s to infor-
mally generate four working budgets for use by the
NGO decision-makers *

FourR TYyrPEs OF NGO BUDGETS
SURVIVAL BUDGET

GUARANTEED BUDGET
COMPLEMENTARY BUDGET

OPTIMAL BUDGET

The Survival Budget

The survival budget calls for a calculation of those fixed
nstitutional costs which absolutely must be covered if
the organisation 1s to keep 1ts doors open for business
These costs need to be expressed as exact figures and
placed 1n the budget n 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’ own financial resources (e g
membership fees) rather than from au erternal donor

The Guaranteed Budget
This budget covers the exyenditures fer which funding
1s guaranteed, 1 e for which the NGO has reasonable
assurance the money will be available, whether {rom the
NGO, donot groups or otier sources (see Figure 1)
This 15 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 dunng the fiscal year

The Complementary Budget
This budget 1s larger thun the guaraniteed budget
because 1t incorporates a numoer of expenditures {or
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 provice d the budget 1s separated nto specific

*Vincent F and Cam, oell P 1989 Towards Greater Financial Autonomy
IRED Geneva Swatzetland
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activities or sub-budgets, indicating those which arc
addnuonal to the guaranteed budget The board can then
give 1ts authorization to proceed with any—or all—
activities once 1he funds have been secured

The Optimal Budget
This 15 the largest budget and reflects the broacer devel-
opment aims of the organisation for the fiscal year It
may nclude a number of activities for which funding
has not yet b2en 1dentified This budget 1s prnimanly
used for fundraising purposes, and 1t 1s therefore helpful
to break 1t :nto sub-categories according to programme
Or project categories

Too often the budget process in NGOs 1s a routine
task handled by the organisation’s treasurer, primarly to
satisfy the governing board that the group has a fiscal
plan Approval 1s almost automatic, and the budget may
not be looked at again—untl 1t’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 bz a joint effort of many people, and
2 must be a working document which forms a
basts for action

Before we turn to the specifics of budget preparation, we
will digress a Little to consider another important finan-
cial planning 1ssue for NGO’s—the {unding of the organ-
15ation’ “core” budget

FINANCING THE CORE BUDGET

One of the most challengmg problems facing smaller
NGOs 1s how to finance admimstrative costs—which are
also called 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 1f the NGO 1s to continue to
function For example

- salanes of the headquarters stalff,

- rent and related office costs,

- equipment used for headquarter functions;
. Insurance,

- depreciaton,

« membership services,

- mantenance of library

These costs are generally not funded by outside donors
and so 1t 1s imperative that the NGO develop effective
strategies for
1 controlling core costs and
2 dentifying recurnng funds to finance

admurustrative costs
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FIGURE 1]

EXAMPLE OF AN EXPENSE BUDGET

ST. GEORGE’S CONSERVATION SOCIETY
FiscAL YEaRr 1991

BUDGET ITEMS EXPENDITURES GUARANTEED COMPLEMENTARY OPTIMAL
FY 1990 (OPERATIONAL)  BUDGET BUDGET
(PRIOR YFAR) BUDGET
Secretanat
Salaries 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 supphes 300 500 1,000
Postage and 750 1,000 2,000
Telephone
Printing 500 750 1,000
12,050 13,750 2,600 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
Fieldtrips 300 500 1,000
Vehicle 0 0 5,000 5,000
600 1,000 5,000 7,000
Environmental Monitoring 1,500 6,000
Agro-Forestry Project 10,000 10,000 15,000 15,000
Park Planning Project 0 0 10,000

Museum Operations

Salaries 6,000 7,000 10,000
Benefits 1,500 1,750 2,500
Materials & supplies 1,000 1,000 2,000
Exhibuts 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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STRATEGIES FOR
FINANCING CORE CoOSTS

«  Curb admirustrative expenditures

«  Reduce the admimstrative budget by financing
“support” services for programme activities
under programme budgets

+  Request “inditzct cost” rate or “overhead administra-
uve allowance” from donors on all programme-
related grants

+ I the doror will not allow indirect costs or over-
head, be sure to include all direct seivices provived
by the NGO i project budge!s

+ Idenufy donors who will provide institution-
strengthening grants

« Increase iIncome sources and use this money to
cover administrative expenses

Fernand Vincent and Piers Campbell 1n their 1989
publication “Towards Greater Financial Autonomy” 1denti-
fied a sixfold strategy for helping to finance administra-
Qve expenses

All of these are di  ussed 1n more detail elsewhere
in this manual

General Advice

The NGO board should pertodically analyse the orgamsa-
tion’ core costs and always be on the alert to reduce
administrative expenses without reducing efficiency
Ideally, the core budget should be funded from the NGO
own resources, in order to reduce dependency on external
donors It 1s also important to remember that a substantial
increase n an NGO'’s admunistrative budget may be the
first sign that a “bureaucratic mentality” has begun to set
mn, usually with a complementary loss of enthusiasm and
1dealism that first motivated the organisation

Accounting for and Reducing Admimistrative Costs
Many NGOs have higher-than-necessary administrative
costs simply because they have not initiated basic
record-keeping practices

Many so-called core costs—overseas telephone calls
and fax transmissions photocopying, vehicle use, even
personnel time -are not totally administrative expenses
but should be financed 1n part by programme-specific
budgets With the establishment of simple logging sys-
tems to account for the use of telephones, fax machnes,
photocopying machies and vehicles—to name the most
obvious—the NGO will find that many of the costs asso-
ciated with these expenses are actually programme-relat-
ed The use of daily time sheets {or paid staff 1s also
essential to track personnel time 1 order to charge
appropnate accounts

X11-6 TuHt NATURE CONSERVANCY

When negotiating grants or contracts with funding
agencies, NGOs need to make cenain that the basic sup-
port costs necessary to the successful execution of a pro-
granime are funded as direct costs within the project
budge:—including secretar:al ume, photocopying, com-
munications, etc The recent case of one Eastein
Caribbean NGO, asked by a North American donor
agency to assist with an environmeival conference, 15
not atypical The NGO, caught up 1n the enthusiasm of
co-sponsoring an imponant regional meeting, did not
request sufficient fundirg from the donor to cover 1ts
direct support costs and 1 the end had to subsume
these expenses within its own I'mized administrative
budget

Financing Indirect Costs (sec also Part 3 of thts manual)
Most donors recognize that rhere aie indirect or admin-
1strative costs associated with the execution of any fund-
ed project These are costs over and above the direct
project costs which represent that project’s proportional
share of the NGO core or administiative costs In effect,
each funded project must share in the NGO’ costs for
keeping 1ts doors open 1f the NGO did not pay s rent
for example, there would be no project!

Donors generally will reimburse organisations for the
administrative expenses incurred in running projects
Rather than trying to calculate the precise proportional
amount which each project should contribute to admin-
1strative expenses, an indirect cost rate 1s usually negoti-
ated It 1s a specific percentage of the direct programme
costs over and above the project budget This rate 1s
then used to cover all administrauve expenses associated
with the project—in effect, to reimburse the NGO for
managing the project

Other techmques
Here are a few additional suggestions for financing the
costs of the NGO secretariat

- Persuade local business groups to cofund activities
such as workshops or special publications

+ Identify donois willing to support institution-
building grants

- Invest reserve income (1 e , any hiquid funds that will
not be needed immediately) in interest-bearing
accounts

+ Market NGO services—f{or example, place a fee on
services avallable from the secretariat such as photo-
copying, use ot the fax machine, etc , rent meeting
space to other organisations, offer for sale (at a profit)
publications not produced by the NGO

/]
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STEPS FOR PREPARING AN ANNUAL BUDGET

Forecasting the future requires knowledge of the past
and the present

The preparation of a budget invulves policy decisions
As stated above, an inc:tutional budget 1s the out-
come—expiessed n monetary values—ol the pertodic
review of the organisation’ goals and objectives by the
NGO board and/or membership Therefore, while the
NGO treasurer may be the best qualified person to deal
with basic bookkeeping and required accounting, he or
she should not unilaterally make the policy decisions
that lead to finalization of an annual budget 1f the NGO
1s large enough, a budget commitiee should be assem-
bled for this puipose, otherwise, the budgetary process
should be the responsibility of the board or 1ts executive
committee

The following are the key steps that should generally
be observed by the NGO to ensure preparation of an
effective annual budget

1 Establish a list of the orgamisation’s institutional
goals and programmatic objectives for the next fis-
cal year. These should be completed as part of a con-
tnuing process which iequires the board to develop
an annual workplan, including review and

4

ty associated with this revenue source 1s one reason for
the NGO to prepare a second, complementary budget
to support the operational budget (Figure 1)

NGOs must be tealistic 1n estimating income, for If
they are verly optimistic or allow too httle room for
error, the budget will ave little meaning and will lose
its effectiveness as a management tool The smaller the
amount of cast reserves on hand, the more careful the
NGO will have to be in building into the budget a
realistic safety margin for the coming year’s operations
Coinpare total projected mcome to total projected
expenses. At thus point in budget preparation, 1t 1s to
be expected that expenses will exceed revenues—and
that policy decisions, based on value judgments, will
have to be made by the NGO% governing board For
example What programmes are most important to the
NGO for the next 12-month period? Where can
expenditures be reduced with the least amount of neg-
ative impact? The time <pent reconciling projected
income and expenditures 1s critical to the NGO, for
the tangible output of this process--1 e the budget
document—will be the financial bluepvint to guide
the organisation thirough the next year

To enhance this process, the NGO needs to be very
clear about 1ts mission or goals before budget reconcil-
1ation begins Planning should start with setting arnu-

evaluation of ongoing programmes and pre-
sentation of reccmmendations and pro-
Jections for new activities

Frouvre 2

EXAMPLE OF A RECONCILED BUDGET

(e Where the projected revenue cquals the projected expnses)

N

Estimate the costs for each approved
programme or activity plus adnnnistra-
tive expenses (sce Figure 2) For continu-
ing programmes nd the costs of the secre-
tanat, the prio: fiscal year's actual costs vl
be the starting point The estimation
process should be done 1n detail (in more
detail than in the sample budget provided
in Figure 2), since a single expenditure cat-

Educational Tours 1,000
egory (e g , salaries and benefits) may cut Investment Income 1,000
across several programime objectives -
3 Esumate expected income (Figure 2) 43.250
Since, for many groups, the principal source EXPENDITURES (by broad programme category)
’ Secretariat 13,750
of recurring income wrll be contributions Tubhcations 2,000
from members and the general public, the Lnvironmental Education 1,000
erall 1 fth d Monttoiing Project 6,000
overall economic climate of the country an Agro-Forestry Project 10 000
how this will affect expected income from Museum Ope.ations 10,500
gifts, donations and 1 smbership fees need B30
to be carefully evaluated
SURPLUS/DEFICIT 0

For many NGOs, another substantial
source of income will be externally funded
grants or contracts, with these funds depen-

ST GEORGL'S CONSERVATION SOCIETY
OPERATIONAL BUDGET FOR FY 1991

REVENUE (by source)
Memberstup Dues
Gilts and Donztions
Grants

Publicarion Sales
Museum Entrance Fees
Museum Shop
Secretanat Services 750

N B The above budget 1s an example only An effectne budﬁcl would need to be prepared
1n greater detail for the expenduture categones more along t
sample expense budget provided n Figure 1

]

6,000
7,000
16,000
1,000
8,500
2,000

¢ hne. of detal found 1n the

dent on how successfully the organisation 1s

able to “sell” its programme The uncertain-
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FIGURE 3

QUARTERLY CASH-FLOW PLAN

to maintain monthly cash-flow plans
and to keep these up-to-date Figure
3 provides a simple 3 month cash-

, flow plan for our hypothetical St
ST. GEORGE’S CONSERVATION SOCIETY George’s Conservauon Soclety
While this cash-flow plan shows
PROJECTED EXPENDITURES JANUARY FEBRUARY MARCH comfortable cash balances at the end
Secretanat Costs 875 875 1475 of each month, note that these bal-
Publications 0 500 0 ances are contingent on the timely
Environmental Education 100 100 100 receipt of a scheduled grant payment
Mornutonng Pioject 625 625 625 in February and the successful com-
Agro-Forestry Project 1,000 850 850 y s s
Museum Operations 1,060 1,060 1,060 pletion of a menbership campaign in
—_ March Furthermore, the Society
Total Expendutures 3,660 4010 4110 wcald be 11t a more vulnerable cash-
PROJECTED INCOME flov situation 1f 1t had not begun the
year with a reasonably healthy $5,000
Cash n Bank 01/01/91 3,000 cash balance Therefore, fiscal plan-
Anucipated Income 2,675 6,200 5,200 **
ners m 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 Environmerstal Monitonng Project on this cash-flow p]an and be pre-
** Assumes projected receipt of $4,000 1n membership fees following March fund-raising campaign paI‘Cd to make adJuST ments based on
earlier contingency planning, 1e

al programme objectives and devising strategies to
achieve them Available resources need to be allocated
n hight of desired objectives, but to do this will
require that objectives are balanced agamst one anoth-
er -and against available resources- until a realistic
combination 1s acnieved

5 The proposed budget should be presented to the
appropriate body for approval In accordance with the
organisation’s by-laws, this might be the governing
board or the full membership Approval should only be
given 1if the prcjected income and expenditures balance

The budgetary process, if fully implemented more

or less along the lines of the steps outlined above, can
be a relatively lengthy one—parucularly if the NGO
has traditionally left this responsibility in the hands of
staff or the treasurer working alone Therefore, the
process should be started well before the new fiscal
year commences

CASH-FLOW MANAGEMENT
AND BUDGET CONTROL

Minimising Cash-Flow Crnises
The budget process and cash-flow planning are closely
linked financial management activities Most NGOs are
vulnerable to cash-flow cnises that seriously affect the
operation of the orgamisation Some of these ctises are
beyond the control of the NGO (for example, delay in
the receipt of funds from a donor), but many are due to
poor fiscal management within the organisation

To minimise such problems 1t 1s important for NGOs
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before the donor’s check 1s late or the
fundraising campaign has not met expectatiosts—mn
other words, the NGO should confront the potential
“what if” crisis before 1t happens

For NGOs dependent on external grants to fund a
portion of their prograinmes, 1t 1s important to draw up
a projected schedule of grant payments (at least quarter-
ly) and link that schedule to monthly cash-flow plans
Most donors will provide timely grant payinents
However, a second payment 1s usually contingent on
receipt of a progress report and/or fiscal report on the
first payment Therefore, 1t 1s important for the NGO to
be totally responsive to the dorior’s reporting require-
ments so as not to Jeopardise future grant payments and
thereby iricrease the potenual for cash-flow cnises

NGOs are less vulnerable to cash-flow problems 1f
they have built up sufficent monetary reserves
However, a balance between the need for reserves to
mamtain cash-flow and the potential fo1 added income
from the investment of reserve funds 1s also necessary In
other words, NGOs need to be fiscally prudent, but they
also need to be fiscally creative!

Budget Control
The most carefully prepared budget will be of lttle value
1if 1t 1s not compared throughout the year with actual
operations This means that interim financial statements
must be prepared on a regularly scheduled basis—cer-
tainly every three months 1s appropnate for most NGOs
Financial statements also need to be timely How
timely largely depends on the organisation and how
much “slippage” or deviation from the budget the NGO

\V
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can afford before serious consequences take place If the
cash-flow balance 1s relatively low, then the orgamisation
cannot afford the luxury of not knowing where 1t stands
ot a imely basis A good rule of thumb 1s to have this
information 1n the hands of decision-makers not more
than three weeks following the end of the report penod
(the reporting penod to be defined by the NGO as either
quarterly, bimonthly, or monthly, but certanly no less
than quarterly) If financial statements are not available
within three weeks after the end of the reporung period,
ther: 1t 1s very hkely the information will be “stale” and of
mimmal value as a management and budget control tool
Fiscal status reports need to be prepared and availabie for
every regularly scheduled board meeting

I'mancial statements should compare budget figures
with actual expenditures Since mtenim figures for a
three-month penod, for example, cannot easily be com-
pared to budget figures for a twelve month period, the
annual budget should be displayed in quarterly incre-
ments for comparison purposes Last year’s actual figures
for the same penod may also be useful

For externally funded grants or contracts, 1t 1s
important that the NGO monitor these activities with
separate financial statements for each funded activity
This information 1s also impertant for the penodic finan-
cial reports usually required by donors

Figure 4 provides an exampie of a budget-control
statemnent for the St George’s Conservation Society
Figure 5 1s a sample fiscal status report for the Society’s
donor-supported environmental monitoring project
The quarterly financial statements in Figures 4 and 5
provide the governing board of the St George’s
Conservation Society with a great deal of information
about 1ts operations dunng the quarter of the fiscal year

Figure 4 summanises fiscal activity for the Society’s
own funds, that 1s for that portion of total < venues gen-
erated and controlled by the organisation as opposed to
project-specific tunds provided by an external donor (in
the Expense Budget provided in Figuie 1, two donor
supported projects are shown for the Society for FY
1991—the environmental monitonng project and the
agro-forestry project)

The financial report provided in Figure 4 shows a
small over-expenditure (1 e $480) in the total amount of
internally budgeted funds Secretanat costs are only
shghtly over budget, but the group may want to monitor
overseas calls dinng the next quarter to see 1f the cur-
rent upward trend continues The cancelled OAS work-
shop saved the organisation the amount budgeted for
that acuvity ($250), but this was partially displaced by
the increased 1nsurance premium Of more concern 1s
the fact that postage costs for mailing the quarterly
newsletter have increased substantially over the amount
budgeted, and since this increase will be reflected 1n the

remaining three quarters of the fiscal yeal, the Society
will have to make an nternal budget adjustment to
account for this increase The higher-than-anucipated
costs for the new museum exhibit should presumably
provide the board with a few “lessons learned” for bud-
geting these costs in the future

Most importantly, this NGO’ board should be trou-
bled by the lower-than-_nucipated revenues for the first
quarter In the first place, \e fundraising campaign fell
short of 1ts target by $1,000, which means that even
more effort will be required later in the year 1f the group
1s to reach 1ts budgeted revenue goal of $6,000 for mem-
bership dues (see revenue side of the FY 1991 budget in
Figure 2,) Additionally, the board will have tc foilow up
on the failure of the corporate sponsor to meet 1ts
pledged quarterly payment, for this setback has generat-
ed a significant $1,000 shortfall in the budgeted “gifts
and donations” revenue line Interest rates are also drop-
ping, and the Society may want to adjust income projec-
tions in 1ts cash-flow plan for the next quarter if this
appears to be a continuing uend

The good news 1s that tourism 1s up in the country
of St George’s, and this has brought more visitors to the
Societys museum, increasing ievenues generated from
both entrance fees and the museum shop As for the
falloff in income from fees charged for educational tours,
presumably the Society can raake this up by promoting
more tours in the menths ahead

Figure 5 provides a shightly different financial state-
ment—a quarterly status report for the environmental
monitoring project supported by the World Wildlife
Fund (WWF) This 1s a 12-month project which began
durng the last quarter of the prior fiscal year At the end
of March 1991, with the project at 1ts midpomnt, a httle
less than one-half of the approved funds had been
expended (1e $3,375 had been spent out of a total
grant of $7,500) The project 1s, theiefore, in sound fis-
cal condition, and the board should be pleased The
$5,000 payment from WWEF receved dunng the current
quarter 1s the second of two payments, and the Society
now has 1n 1ts bank account all funds to be paid by
WWEF under this grant With a cash balance of $4,125 at
the end of the quarter, this NGO may want to consider
placing a portion of that total in a short-term (probably
no longer than three months) interest-beanng account,
keeping on hand in 1ts checking account only those
funds 1t will require to meet pioject expenses during the
next quarter Before taking this action, however, the
Soctety will want to carefully review 1ts cash-flow projec-
tions for the next three months

One other word of caution—NGO bgards should not
necessarily be pleased by a significant under-expenditure
of project funds Substantial under-spending may point
to project planning errors, poor budget forecasting, or
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FIGURE 4

SAMPLE BUDGET CONTROL STATEMENT

ST. GEORGE’S CONSERVATION SOCIETY

FINANCIAL REPORT (EXCLUSIVE OF EXTERNALLY-FUNDED PROJECTS)
REPORT PERIOD 1 JANUARY - 3} MARCH, 1991

ITEM ESTIMATED EXPENSES/RECFIPTS  DIFFERENCE EXPLANATION
QUARTERLY BUDGET AT 31 MARCH

Expenditures

Secretanat

Salanes 1,250 1,250

Benefits 312 312

Rent 250 250

Insurance 600 750 -150 Unexpected increase in premium
Travel 250 0 +250 Anticipated OAS Workshop cancelled
Office Supplies 125 120 +5

Postage and Telephone 250 400 -150 Unusually heavy volume of overscas calls
Printing 188 188

Sub-Totals 3225 3,270

Publications 500 650 -150 Increased postage rates for newsletter
Environmental 300 150 +150 Fewer fieldtnps than planned

Museums Operations

Salanes 1,750 1,750

Benefits 438 438

Matenals and supplies 250 185 +65

Exhibits 750 1,250 -500 New exhibut costs senously under-budgeted
Sub-Totals 3,188 3,623

Totals 7,213 7,693 * -480

RECEIPTS

Membership dues 4,000 3,000 -1,000 Fund-raising campaign did not meet target
Gifts and donations 1,500 500 -1,000 Corporate sponsor only partially met quarterly paym.nt
Publication sales 250 235 -15

Museum entrance fees 2,150 2,750 +600 Tounsm up, more off-tsland wisttors
Museum shop 500 650 +150 Greater volume of off-island visitors
Secretanal services 175 170 -5

Educational tours 250 0 -250 No tours completed this quarter
Investment income 250 125 -125 Drop tn intercst rates

Indirect cost transfers 875 875

Totals 9,950 8,305 -1,645

XII-10 THE NATURE CONSERVANCY
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| more detail Foundations and other
FiG
oure 3 © R private-sector donors may be less
SAMPLE FISCAL STATUS REPORT structured 1n their requirements but
FOR EXTERNALLY-FUNDED PROJECT certainly will be favorably impressed
. with a budget that 15 well thought-out
?T. IGSEORG: s CO‘NSER\-';:T;ON}]SIOQC;IE'IY and complete
t - ch,
tscal Status Report, 1 Jan are However, whatever the source,
ENVIRONMENTAL MONITORING PROIECT 1t 1s important to remember that 1if the
(WorLp WiLpLiFF FUND) potential funder requires a particular
format, that 1s what the NGO must
EXPrNSE ITEM Bupcer  TotaL EXPENSTS  TOTAL BALANCE .
* EXPENSES THIS EXPENSES  (Uncxpended provide Also, some costs may be dis-
PRIOR REPORT TO DATE Funds)
PERy ReronT unds allowed by a parucular funding
PERIOD source (for example, most donors will
not fund construction costs, and
salancs 2,000 500 500 1,000 1,000 many will not allow the apphcant to
Benefus 500 125 125 250 250 have a contingency line item), the
Interns 1,500 0 500 500 1,000 NGO ds ‘o k th rt
Field Eq and Supplies 1,000 300 150 450 550 needs .0 know this prior to
Office Expenses 500 150 100 250 256 planning a project and writing the
Velucle Rental 500 125 125 250 250 budge[
Indirect Costs (25% of Direct Costs) 1,500 300 375 675 825
TOTALS 7500 1,500 1875 3375 4,125 The Budget as an Estimate
The budget that the NGO prepares to
CAsH STATUS—ENVIRONMENTAL MONITORING PROJECT accompany 1ts project propoqal 15an
estimate of what the actual costs wili
Grant payment teceived prior quarter +2,500 be Almost all fundmg sources will
Expenditures prior quarter -1,500 _
Cash balance forward beginming of current quarter (01/01/91) 1,000 prov1de a degree of lautude 1n spend
Grant paymenits received this quarter +5,000 Ing grant or contract funds, as long as
Expenditures this quarter -1.875 the total amount of the budget 1s not
Cash Balance Forward 31 March, 1991 4,125 exceeded
as atance 1t orwar arcn, .
A donor may also ask the NGO
to maintain expenditures within a

problems with project management All of these can
have an advc-se effect on the NGO relationship with
the external donor-—particularly if the organisation
plans to return to the same funder for support 1n the
future

Remember. .The rnost carefully prepared budget will
be of little value 1f 1t 1s not compared throughout the
year with actual operations Frequent and timely budget
control statements and penodic 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 1s 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 1n the
budget portion of proposal applications, and 1t 1s impor-
tant that the NGO check with a prospective donor prior
to submussion to determine .f there 1s a required budget
format Most governmental funding sources require

certain percentage (usually 5% to

15%) for major budget categories, but will then allow
flexibility within each major category For example, 1f 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% (1 ¢, 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 1n the amounts budget-
ed for the vanous 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 1t 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
admuinistrators at donor agencies are not eager to add to
their workload by having to process budget changes
The paperwork mvolved for the donor 1s usually more
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than that required of the NGO, and therefore the enthu-
siasm of a project office for the NGO5 project will cer-
tainly be diminished proportional to the amount of extra
paper work he or she has to handle because of requests
for changes

Be Spectfic
As with the words n a proposal, the numbers n the pro-
pozal 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 1t suggest that the
NGO has done as much work n budgei preparation as
the reviewer 1s expected to do 1n budget 2nalysis

In a similar vein, the NGO should try to avoid ron-
specific budget categories such as “miscellaneous” or
“contingency”

What to Include in the Project Budget
A project budget should include only those projected
costs related specifically to the implementation of the pro-
Ject A project budget must not be designed to provide
funds for general organisational expenses For example,
the monthly charge to maintain a tele, hone in the NGO’
office 1s generally considered a management expense and
would not be billed aga:nst a | “oject budget However,
overseas telephone calls specifically related to the project
are legiimate project expenses and should be esumated
and budgeted 1n the NGO’ proposal

Generally, funders prefer a budget that classities a
series nf related costs under a siagle major category, with
about four to six such major categories per proposal
Sub-costs or sub-l.nes within each major category are
then itemised 1in 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

It1s often a good 1dea to provide “budget notes”
which clanfy information found in line items For exam-
ple, when using a fringe benefit line 1tem, a budget note
could be included to describe the specific fringe benefits
paid by the orgemisation

Figure 6 displays the project budget prepared by the
St George’s Conservation Soclety for its agro-forestry
project

KEEP IN MIND THAT.

It 1s important to provide sufficient detail so that the
funding source wiil feel the organisation has planned 1ts
costs carefuily and has allowed for unexpected contin-
gencies The donor will be asking whether the budget
gives evidence that 1t 1s adequate lor the tasks to be
accomplished but 1s not so generous as to be wasteful #
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PART 2 FUND ACCOUNTING
ACCOUNTING FOR NONPROFIT QRGANISATIONS

The concept of fund accounting 1s one way to differenti-
ate between a for-profit and a noi-for-profit nstitution.
Simply stated, fund accounting 1s a system of fiscal man-
agement that requires separation and mamntenance of
records for those assets donated or granted to or other-
wise used by the organisation for restricted—i e specif-
1c—purposes or functions Since the NGO has a stew-
ardship responsibility for the way in which these funds
are admimistered, the need fcr fund accountability wall
anse whenever a nonprofit receives or utihses any kind
of restricted contributior:

In prepanng 1its financial records, statements and
accounting system, the NGO should always separate
funds which are restncted from those which are unre-
stricted

The Unrestricted or General Fund
All unrestricted contributions, gifts and income should
be recorded m an Unrestricted Fund (or Geneial Fund)
If the NGO never receives restricted gifts or contribu-
tions, then this fund could show all fiscal acuvity, and
the organisation would not use fund accounting

Membership fees are usually recorded as unrestricted
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 restricted mcome

The NGOS5 “in house” or core expenses are incurred
in the unrestricted fund 1hese costs are often referred to
as administrative, management, overhead or secretariat
expenses, and since they tend to remain relatvely
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-
1strative staff, insurance, depreciation, maintenance of
library and so forth In the documents presented thus far
for the St George’s Conservation Socety, these expenses
have been grouped and displayed as “secretanat costs ”

The Restricted or Programme Fund

The Restncted Fund (or Programme Fund) should
inctude all monies given to the orgamsation for specified
purposes, as such, the NGO 1s restricted 1n how 1t
expends these monies The Restricted Fund should also
include the NGO’ own funds that have been designated
for discrete programme activities In the aggregate, the
restricted fund represents the monetary support the
organisation has provided to implement 1t programmatic
objectives

'
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FIGURE 6
SAMPLE PROJECT BUDGET
(N B The calculation of the Indirect Cost line tem included n the budget below will be discussed in Part 3 of this manual )

ST. GEORGE’S CONSERVATION SOCIETY
BUDGET FOR AGRO-FORESTRY PROJLCT

FiscAL YEAR 1951

Personnel Costs

Office Support Costs

Indirect Costs

Budget Notes
1 National social secunty
2 Printing and issemination of 25 copies of the final project report

Project Director (1/6 ime @ $18,000/annum) 3,000

Freld Assistant (1/2 tme @ $6,000/annum) 3,000

Secretanal Support (10 days @ $30/day) 300

Benelits (at 10% of salary costs) 630 (1)

Total Personnel Costs 6,930.

Field Costs

Supples 345

Vehicle Rental (15 days @ $25) 375

Total Field Costs 720,

Postage, Overseas Telephone and Fax Pholocopying 150

Report Production 200. (2)

Total Office Support Costs 350.
Total Direct Costs 8,000.

25% of Total Direct Costs 2,000
Total Project Costs $10,000.
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Expenses related to restncted or programmatic funds
are referred to as direct costs (as opposed to the mndirect
costs associated with management funds ) They normal-
ly vary with the level of programme activity and are
therefore often called vaniable expenses

If the NGO 15 small or has a single, well-defined
purpose, it may be able to mclude all of 1ts programmes
or activities under one collective “restricted” head, in
which case the Restricted Fund would not carry any
subcategories

However, if the NGO supports a variety of pro-
grammes, 1t will want to establish separate account cate-
gories (within the restricted fund) to 1denufy discrete
activities or projects carried out by the organisation
For example, at present, the St George’s Conservation
Society has five subcategories within 1ts Restricted Fund

Publications
Environmental Education
Environmental Monitoring
Agro-Forestry

Museum

[ O R N

All of the Society’s restricted fiscal activity 1s currently
recorded within one of these five accounts, each of
which, i turn, reflects a pnmary programmatic purpose
or objective of the organisation

As an NGO grows and expands 1ts activities, the list
of programme accounts within the restricted fund may
become so long as to be cumbercome for reporting pur-
poses—particularly 1n the orgamsation’s annual financial
statement To report on each separately 1dentified or sep-
arately funded project would make the annual report
lengthy and unwieldy, moreover, the reader would find
1t difficult to extract the kind of information useful in
understanding the NGO’ programme priorities—there
would simply be too much data to absorb

At this point, the organisation should begin to group
like or similar projects and acuvities 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 prionity areas

If the NGC so chooses, a separate schedule can be
prepared and attached to the annual financial statement
showing the details of separately 1denitified 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-hfe NGO

XI1I-14 Tue NATUPE CONSIRVANCY

During fiscal year 1991, the foundation supported 15
separately funded projects These projects were, for fis
cal accounting purposes, classified within one of four
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
(stmilar to the Fiscal Status Report provided in Figure 5
for the hypothetical St George’s Conservation Society)
However, n IRFs 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 ume, IRF’s in-housc
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 Importance of Fund Accounting
By separating 1ts fiscal records into an unrestricted/man-
agement fund and a restricted/prograinme fund, an
NGO 15 able to present a more accurate and informative
picture of how 1t allocates 1t 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 1s the kind of information which 1s useful
(and 1n many cases required) by external funding
sources An example of an annual Statement of Income
and Expenditures for the St George’s Conservation
Society, using fund accounung principles, 1s provided in
Figure 7

By allocating all income and expenses either to the
Unrestricted Fund or to one of the five Restricted Funds,
the Society has presented 1ts board, membership and
donors with a clear, easy-to-understand financial state-
ment Too olten, 1n the nonprofit world, annual financial
statements are prepared by outside auditors who have
littie understanding of the principles of fund accounting,
tesulting financial reports usually follow formats used
for profit-making organisations, with some shight modifi-
cations However, the end-product 1s not nearly as useful
and easy to interpret as a statement piepared along the
hines of fund accounung

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 prionty interests and concerns of
the NGO based on revenues earned and funds allocat-
ed within given primary programme areas,



RrsOURCES ror Succrss 1993

FicUrer 7
SAMPLE INCOME AND EXPENDITURE STATEMENT,
USING FUND ACCOUNTING PRINCIF.ES

ST. GEORGE’S CONSERVATION SOCIETY
STATEMENT OF INCOME AND EXPENSTS
FOR THE FISCAL YEAR ENDED 31 DECEMBER, 1991

UNRESTRIC.TED RESTRICTED FUNDS ALL Funps
d d
< < z
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15} § (o) w oz [Chv4 :ﬂ
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<0 - [ U [ (o) 11}
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%o E 52 25 2 2
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Income and Support
Membership Dues 5,000 500 5,500
Gilts and Donations 5,000 500 1,000 6,500
Grants 6,000 10,000 16,000
Publicatton Sales 800 800
Museum Entrance fees 10,000 10,000
Museum Shop 2,500 2,500
Secretarial services 500 500
Educattonal Tours 1,000 1,000
Investment income 700 700
Total Income
and Support 11,200 1,800 2,000 6,000 10,000 12,500 43,500
Expenses
Salaries 4,500 500 500 1,500 6,000 7,000 20,000
Benefits 500 100 100 375 600 700 2,375
Professional fees 1,000 1,000
Travel 1,200 1,000 2,200
Matenals/supplies 450 100 200 850 500 2,000 4,100
Rent 3,000 3,000
Insurance 750 200 950
Vehicle Costs 550 375 400 1,325
Tel /lax/postage 1,000 700 100 100 150 500 2,550
Printing 700 700 200 100 200 300 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 1t cost this NGO dunng fiscal
year 1991 to “stay in business,” that 1s, to keep a man-
agement structure in place to suvport 1ts five primary
programme areas

Two 1tems do not appear 1n the financial statement pre-
sented 1n Figure 7 which are umque to nonprofit organi-
sations and which should be included for a complete
picture of 111 NGO’ income and expenses These are (1)
contnbuted or in-kind services and (2) indirect costs
Eoth of these will be discussed n Part 3 of this manual

The Fixed Asset or Plant Fund

An NGO mught censider adding another fund account to
its financial statement 1f 1t has acquired fixed assets
(land, buildings, furniture and fixtures, equipment, etc )
The Fixed Asset Fund (or Plant Fund) 1s used to remove
these assets from the general fund In this way, the gen-
eral fund represents principatly the current activity of
the NGO, while the Fixed Assets Fund represents those
assets not readily available in the sense that they cannot
be convetted easily to cash and expended

INTERFUND TRANSFERS

There are imes wh~ 1t will be necessary for the unre-
stricted fund to transfer monues to the restncted fund, or
vice versa Two examples are typical of such transactions
in nonprofit organisations

The first occurs when an indirect cost fee 1s 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 uarestricted funds, not
needed ior general core operations, to a specific restricted
account i support of a programme activity #
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PART 3. UNIQUE FEATURES
OF NONPROFIT ACCOUNTING

™ n designing 1ts financial mauagement system, the
NGO should not ovetlook two areas which are
{ unque to not-for-profit orgamsations (1)
Placement of a value on contnbuted or in-kind
services, and (2) Calculation of an indirect cost rate

CONTRIBUTED SCRVICES

Manv NGOs depend heawvily 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 contnbutions 1n financial statements
From a management perspective, it 1s important to cal-
culate the value of all contnbutions, including the con-
tnbuted services of volunteers Otherwise, 1t 1s difficult
to determine the real costs of a given activity or to evalu-
ate cost-effectiveness

It 15 also important to demonstrate to potential
donors the precise value of local contnibutions to a pro-
posed project In fact, many donors will require a
“matching contnbution” from the NGO When this is a
requirement, the donor will often accept an “in-kind”
rather than a cash contribuuon

The question often asked by NGOs 1s whether they
should place a value on contributed services and record
them as “contributions” in their financial statements
The answer 1s “yes” if the following conditions exist

1 There 1s reasonably good control over the employ-
ment of such services

2 There 1s an objective basis on which te value
such cervices

3 The services are an essential part of the NGO’
riormal activities

There are two categor.es of contributed service generally
not recorded as revenue First, volunteer fundraising
efforts are usually not recorded hecause fundraising as
such 1s not directly fulfilling the objectives of the NGO
Second, supplementary services that would not normally
have been provided by the organisation are not record-
ed These would be services the NGO would not nor-
mally have paid someone to perform

If the NGO 1s using contributed services as a match
for securing grant funds or 1s 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 as
important for volunteer labour as for paid staff
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In placing a value on contnibuted labour, the NGO
must provide a rational explanation for how the value
was calculated For example

-
CONTRIBUTED SERVICES-MUSEUM
Total Number of volunteers* 17
Total number of volunteer days* 100

Value of Labor = 100 days x $20/day = $2,000

*Documented with time sheets

Figure 8 1s a revision of the Income and Expenditure
Statement first presented as Figure 7 In the revised
statement, provision has been made to include “con-
tributed services” as a revenue category, with the value
of the volunteer labour allocated to three programme
categories 1. the Restricted Fund Note that this income
entry must be offset by a corresponding expenditure
entry, thus, both the revenue side and the expenditure
side of tke statement have been increased by $5,000

ESTABLISHING AN INDIRECT COST RATEL

Many NGOs are unable to cover all core or administra-
tive expenses {rom unrestricted donations, membership
dues, sale of publications, entrance fees or from other
sources of unrestricted income It therefore becomes
important for the NGO to know how to establish an
indirect cost rate (also known as “overhead” or an
“admunistrative fee”) This 1s a charge which is made on
all externally funded p:ojects and 1s a cost over and
above the project’s direct costs In effect, each separately
funded project or programme has an add-on expense or
cost repiesenting that project’s proportional share of the
NGOS5 core costs Remember that the core expenses are
those costs the NGO incurs simply by “staying i busi-
ness,” so that it car, nperate and manage programmes

Indirect costs are for acuvit es that benefit more than
one project (like rent for the office from which the NGO
manages its programmes) It 1s difficult to determine
exactly how much each project should pay, and there-
fore all indurect costs are usually pooled and then repre-
sented as a fixed percentage of the direct programme
costs This percentage 15 called an indirect cost rate

The concept of indirect costs or overhead was essen-
ually conceived by donors looking for a simplified way
to reimburse organisations for administrative expenses
incurred 1n running projects Rather than attempting to
calculate the precise value of, for example, the time of
the executive director or office spice—c 1 » -oject-by-

project basis—it was recognised that 1t would be more
convenient to allow a specific percentage over and above
the projects direct costs budget to cover administrative
costs

While most donors accept the concept of indirect
costs, many NGOs have not established accounting
practices which permit the organisation to recover these
costs This 1s a mistake, for NGOs which do use an ind-
rect cost rate are often able to cover a substantal portion
of their adrmmistrauive budget from these funds

Most donors will generally accept an “administrative
fee” of 10% without expecting backup documentation
on how the rate was calculated If the organisation asks
for a more substantial indirect cost rate, it probably will
be asked to provide a solid justification Since misunder-
standings can occur about indirect cost policies, 1t 1s
important for the NGO to establish early on 1n 1ts devel-
opment a policy for defining, distributing and displaying
indirect costs 1. proposals so that this information can
be conveyed in a logical and understandable manner to
potential funders

The cntical thing for NGOs to remember 15
Don't forget to add on an administrative fee or indirect
cost line to all budgets submitted to donors for project
funding!

To determine 1ts indirect cost rate, the NGO must
first take steps ro allocate all of its expenses as either
direct or indszect ~osts Such steps may result in the
establishment of .ccounting procedures which initally
seem so detailed and time-consurmng that the NGO
grows discouraged Remembet, howeve,, that the objec-
tive 1s to find a rational way for each project and funding
source to pay 1ts fair share of admuustrative costs, and
the NGO efforts will be rewarded in due time

Step One
Defining the NGO% Direct and Indirect Costs

The most converuent way to defne the indirect costs 1s
to distinguish them from direct costs-—that 1s, from
those expenses related to the expenditure of restricted or
programme funds Drrect costs ate [or activities or ser-
vices which benefit a particular project, because these
actvittes or ser.nces are easily traced to projects, their
costs are charged directly to specific projects on an 1tem-
by-1tem basis

Indirect costs are those expenses for actwities or ser-
vices that benefit more than one project Their benefits
to a specific project are difficult to trace For example, 1t
may be difficult to determine how the executive director
of an NGO benefits a specific preject, although everyone
would agiee that a benefit does accrue Table 1 1llus-
trates some examples of direct versus indirect costs

)
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FIGURE 8
SAMPLE INCOME AND EXPENDITURES STATEMENT
INCLUDING “CONTRIBUTED SERVICLS” LINE ITEM AND INDIRECT COST TRANSFFR
ST. GEORGE’S CONSERVATION SOCIETY
STATEMENT OF INCOME AND EXPENSES
FOR THE FiscAL YEAR ENDED 31 DECEMBER, 1991
UNRESTRIC {ED RESTRICTED FUNDS AuL Funps
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Income and Support
Membership Dues 5,000 500 5,500
Gifts and Donations 5,000 500 1,000 6,500
» Contnbuted services 1,000 2,000 2,000 5,000
Grants 6,000 10,000 16,000
Pubhication Sales 800 800
Museum Entrance fces 10,000 10,000
Museum Shop 2,500 2,500
Secretanat services 500 500
Educational Tours 1,000 1,000
Investment income 700 700
Total Income
and Support 11,200 1,800 2,000 7,000 12,000 14,500 48,500
Expenses
Salanes 4,500 500 500 1,500 6,000 7,000 20,000
Benefits 500 100 100 375 600 700 2,375
P  Other services 1,000 2,000 2,000 5,000
Professional fees 1,000 1,000
Travel 1,200 1,000 2,200
Matenals/supplies 450 100 200 850 500 2,000 4,100
Rent 3,000 3,000
Insurance 750 200 950
Vehicle Costs 550 375 400 1,325
Tel /fax/postage 1,000 700 100 100 150 500 2,550
Pnnung 700 700 200 100 200 300 2,200
Total Expenses
Before Depreciation 13,100 2,100 1,850 4,300 9,850 13,500 44,700
P Inter-fund Transfers
Indirect costs 2,788 1325) (1,963)
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EXAMPLES OF DIRECT

AND INDIRECT COSTS
INDIRECT COSTS DiIrect Costs

Rent - administratuve
headquarters of the NGO

Rent - (acility leased
specifically for a project

Salanes - administrative
staff

Salanes - project staff
or consultants

Travel - related to project
implementation

Travel - not usually an
indirect cost unless travel
will benefit the institution
rather than a specific
programme

Supphes - specialised
matenals purchased for
the benefit of one
programme

Supplies - general office
supplies, library matenals,
stationery

Equipment - used for
implementation of
specific projects

Equipment - office
machines such as
typewrniters and computers

Telephone - overseas
calls related to projects

Telephone - basic
use charge

Photocopying - basic use
charge for equipment

Photocopying - copies
made for a project report
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Step Two
Accounting for the NGO's Direct and Indirect Costs

The NGO must find ways to account for direct versus
indurect costs on a daily basis, 1€ as the cost 1s being
incurred

For example, since the staff of most small NGOs will
often spend part of their tune on administrative activities
and part on prograrame activities, the use of time sheets
(which require staff to record their ime according to
activity) will help the NGO allocate salary (and benefit)
Costs appropriately

The use of a telephone log or a photocopying
machine log, in which staff record overseas calls or the
number of copies made for specific projects, will permt
the NGO to allocate costs between direct and indirect
expenses when the telephone bill or copying machine
lease payment 1s due

Furthermore, the NGO’ 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)

Step Three
Calculating the Indirect Cost Rate

An indirect cost rate 1s-a ratio of indirect costs to direct
costs That 1s, at the end of a fiscal year, the NGO adds
up all its indirect costs and all its direct costs and then
calculates its indirect cost rate by dividing 1ts total annu-
al indirect costs by its total annual direct costs The
resulting percentage 1s the NGO'’s new induect cost rate
For example, 1f the NGO’ total indirect costs are
$25,000 and 1ts total direct costs are $75 000, its indi-
rect cost rate would be 33%

Total indirect costs $25,000

Total direct costs $75,000

Step Four
Applying Indirect Cost Rates 1n Proposal Budgets

In preparing a proposal budget to request funding for a
specific project, the NGO may—after calculating its
indirect cost rate —use that rate as a line item 1n 1ts pro-
posal budget The percentage rate 1s appled as a charge
agawnst all direct costs For example, in Figure 6, the St
George’s Conservation Society has used 1ts computed
indirect cost rate of 25% 1n the proposal budget 1t sub-
mitted to the World Wildhfe Fund The $2,000 indirect
cost figure 1n this budget 1s available at the end of the
project for expenditure by the Society in meeting 1ts sec-
retanat or management costs

The monies represented by the indirect cost chaige
should be transferred by the NGO from the restricted
programme fund to the Unrestricted General Fund at
the end of a funded project (see also “Inter-Fund
Transfers”) The revised financial statement provided 1n
Figure 8 includes an interfund transfer line In this case,
an indirect cost transfer of $2,788 has been made from
the Restricted Fund to the Unrestricted Fund The
amount transferred 1s now available to meet expenses
incurred by the management and general account

The steps outlined 1n this section, represent one
commonly used method for calculating and applying an
indurect cost rate However, some funding sources may
have specific requirements regarding indirect cost rates
which the NGO will have to consider in applying to that
source for programme funds #

-~
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PART 4
THE NGO’s ACCOUNTING SYSTEM

he overall effectiveness of the NGO’ financial
management system 1s closely linked to the
adequacy of 1ts accounting methods and prac-
tices 1t 15 not, however, the mtention of this
manual to provide a basic course iIn NGO bookkeeping
or accounting Not only 1s this subject outside the scope
of expertise of the manual’s author, but there 1s a great
deal of diversity in the accounting methods and prac-
tices available to nongovernmental orgamisations Each
NGO must adopt an accounting system best suited for
1ts purposes while, at the same time, conforming to gen-
erally accepted accounting principles
This chapter 1s desigred to highhight a few basic con-
cepts and techniques associated with nonpiofit account-
ing—and to discuss them 1n a relatively simple format
As such, the chapter 1s not directed specifically at NGO
bookkeepers or accountant but rather at NGO fiscal
managers As the adjacent box ponts out, these are not
necessarily 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 desigming, choosing or upgrading its accounting
practices, the NGO should get some expert advice—
usually an accountant can be found among 1ts mem-
bership or a member can 1dentify one to assist

« Don't be tempted to employ an overly complcated sys-
tem—even 1f the NGO plans to grow 1apidly

- Make sure that the accounting system 1s designed so
that someone within the organisation, other than the
bookkeeper/accountant/fiscal officer, has access to the
financial books Internai “controls,” employed at ran-
dom, are cntical to ensure the fiscal integrty 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 1f 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’ accounting system must
ensure that the fiscal records are kept in a p.ofessional
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 transactions and
events which are of a financial character and then
mterpreting the results The recording phase
translates financial tiansactions and events into
written accounting data Classifying pertains to
sorting these data n a systematic manner
Summansing brings 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 1s the process of recording 1n a sys-
tematic manner, with a preconceived plan, finan-
cial transactions that have taken place
Bookkeeping 1s concerned prnimanly with the
mechanical and the routine Its main function 1s
to record transactions and mainrain records that
are later summansed 1n the form of financial
statements

Accounting, on the other hand, 1s broader 1n
scope It includes bookkeeping plus the analysis
and interpretation: of recorded data In perform-
ing these functions, the “accountant” exercises
skill and judgment and apphes logic and reason
Accounting draws (fiom the information fur-
nished by the bookkeeping process) inferences as
to the condition and conduct of an orgamisation,
the two fundamental objectives of accounting

Financial management has a far wider scope,
although 1t includes accounting It involves a
seres of resource utihsation decisions that are
designed to achieve a desired goal over a periud
of ume In a for-profit organisation, the objective
s to create revenues In order to obtain a profit In
nonprofit orgamsations, the objective 1s 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

*Source “Financial Management Towards Greater Autonomy * in NGO

Management, No 22 (July-Sept ,1991) NGO Management Network c/o ICVA,

Geneva Switzerland
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COMPUTERS AND ACCOUNTING

More and more NGOs now have access to n-house
computers, and thus the option of computensing
accounting systems appears to be an increasingly attrac-
tive option According to one source, ** the most cntical
question a nonprofit group considering a compusensed
sys'em can ask 1s will the change result in

» better control?

- lower costs?

- more timely reports?
- increased efficiency?

Additionally, the NGO should evaluate 1ts existing sys-
tem, asking specifically

1 Does the current accounting system provide all the
information needed by fiscal managers?

2 Is the information up-to-date?

3 Does the NGO have access to adequate in-house
expertise as well as sufficient staff and/or volunteer
time to implement a omputensed system?

One of the biggest nustakes an organisation can make 1s
to believe that an accounting system already in trouble
can be improved by putting 1t on the computer In fact,
a poor system on the computer 1s worse than one on
paper Rather than rushing to purchase an expenstve
accounting software package, the NGO should consider
interim steps The change, for example, to fund account-
ing (see Part 2 of this manual) can first be implemented
on paper, then gradually computensed If financial
reports are not current or complete, computerisation 1s
not necessz ily going to change that situation It 1s more
likely that u.. staff and/or volunteers handling book-
keeping/accounting tasks do not have the time to be up-
to-date or are mexperienced Additional tramning, more
stafl, or help from a consultant may be a better first step
In unproving the system, then later moving on to com-
puterisation

Another viable option for many NGOs 1s to comput-
ense certain accounting functions, but not the entire sys-
tem For example, many computenised spreadsheet pro-
grammes (like Lotus 1-2-3) can be used for budgeting,
cash-flow control, and fiscal status reports (for example,
the fiscal information displayed in Figures 1,3,4,5 and 6
of this manual could easily be prepared using a comput-
ensed spreadsheet programme)

ESTABLISHING ACCOUNTING PROCEDURES

Cash Versus Accrual Accounting
In for-profit orgamisations, financial records are almost
always kept on an accrual basis Accrual means simply
that records are kept so that 1n addition to recording
transactions resultin ; from the receipt and disbursement
of cash, the orgamsation also records the amounts owed
to 1t by others and the amounts 1t owes to others

However, in not-for-profit organisations, a cash basis
of accounting 1s often used instead Cash accounting
means that only transactions where cash has been
nvolved are recorded Most small nonprofit organisa-
tions use cash accounting

Accrual basis usually provides a more accurate pic-
ture of an orgarusation’s financial condition than cash
basis Then why do nonprofits use cash accounting? One
reason 1s that cash basis 1s adequate when the nature of
the organisation’s actwvities is such that there are no sig-
nificant amounts of money owed to others, or vice versa,
and so there 1s hittle meaningful difference between the
cash and accrual basis This 1s certainly the case with
most small NGOs

Primanly, however, cash accounting 1s used because 1t
1s simpler Persons not formally trained as bookkeepers or
accountants can maintain the NGOS fiscal records using a
cash accounting system Non-accountants would have a
more difficult ime understanding the kind of double-
entry bookkeeping required for an accrual system

Many medium-size NGOs follow a modified form of
cash basis accounting, wherein certain items are record-
ed on an accrual basis, and certain items on a cash basis
Sull others keep their financial records on a cash bass,
but at the end of the year convert them to the accrual
basis by racording obligations and receivables for annual
financial statements—this task 1s often performed by an
external accountant or auditor NGOs receiving project-
specific support from external donors should keep their
fiscal records for these projects on an accrual basis 1n
order to ensure that project expenditures stay within the
appreved budget

The important point 1s that the NGO's financial accounts
should be maintained on a basis that 1s appropnate to the
size, nature and needs of the organisation

Standard Accounting Practices

There are basically only three steps which need to be
included in any accounting system, whether a simple cash
system or a more complex accrual system These are*

1 Recording each transacticn 1n a systematic manner
as it occurs. For NGOs using a cash basis system,

**Masaoka J, nd “Computers and Accounting,” Repnnt No O]
Support Centers ol Amenca, Washington, D C

“Gross, | 1974 Fnancial and Accounting Guide for Nonprofit Orgamisations Ronald Fress
Company, New York
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recording can be done 1n the checkbook Since many
banks now use so-called “one-write” check systems
(checks have a one-line carbon strip on the back),
information is transferred directly to attached journal
sheets as the check 1s written Figures can be exterded
at the same time to appropnate ledger columns for an
immediate recording of financial information It 1s
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 1s done informally in a simple
columnar format on a worksheet (either manually or
using a computerised spreadsheet programme) It can
be more formally handled in a system 1n which so-
called “double entry” transactions of debits and credits
are posted to a formal financial record called the “gen-
eral ledger " What 1s important 1s for the NGO to
identify a system that brings “like” transactions togeth-
er in a way which 1s meaningful and which addresses
its own fiscal management requirements

3 Preparing financial statements from the summa:y
information prepared n step 2. Financial statements
provide a picture of the organisation’s 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 1if he or she has the
proper training, or by an exteinal accounting/audit
firm brought 1n at the end of the fiscal year (perhaps
in connection with an independent audit)

Simplified Accounting Methods for
Recording and Reporting
Many NGOs are simphfying their accounting practices
by moving toward what one publication has called “one
Look” accounting* (For more detail on the “one book”
accounting system, the reader 1s referred to the publica-
tion shown 1n the footnote on this page ) The objective
1s to record financial transactions within a simplified sys-
tem which (1) reduces the number of account books
necessary, (2) ehminates more time-consuming book-
keeping procedures and (3) facilitates the process of
summansing, analysing, and reporting on fiscal data
Figure 9 15 an example of a simplified worksheet
used to recoid cash receipts and cash disbursements for
the St George’s Conservation Soclety for a one-month
peniod In order to make the data easier to rzad, the
number of restncted fund accounts has been reduced

*Kanada ] and Husack G 1966 Financtal Managerent for Deelopment Agencies
Environment Liaison Centre, Nairobi Kenya and Manitoba Institute of Management
Inc Winnipeg Canada
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Using thus 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-
ern:ng board For example, using worksheet data, sepa-
rate or mtegrated summary reports on income and
expenditure could be prepared for the Unrestricted
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 te 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 iformation to
monitor actual income/expenses against the approved
budget (see Figure 4)

Such recording and reporung methods fulfill basic
requirements for a relatively siniple and direct, cash
basis accounting system (with the added prowviso 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)
summatise and report on such transactions with a rea-
sonable level of fiscal control

Financial Statements

The third step 1n executing standard accounting prac-
tices 1nvolves 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 scatements for nonprofit orgarsations
(whether monthly, quarterly or vearly) should include

- A Balance Sheet that presents the financial status
(1e assets and habilities) of the NGO at the end of
a designated accounting period,

- A Revenue and Expense Statement that 1s 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 statemem must disclose the basis for
reporting income and expenditures, 1 e accrual or cash
basis It must also indicate the accounting treatment for
fixed assets and investments, including donated assets

W
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Financial statements are prepared from accounting
data recorded 1n a general ledger in which all categories
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
habilities, as well as income and expense accounts It also
includes a “fund balance’ account which 1s comparable
to the NGO’ “net worth” at the date shown on the finan-
cial statement 1f the NGO does not have the 1n-house
capability to prepare the general ledger, this task could
periodically 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 n developing 1ts 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 reconciliations must be prepared promptly upon
receipt of the monthly bank statement

4 Mamtain consistency in the use of accounting meth-
ods from period to period

Finally, the NGO needs to remember that 1ts accounting
system must reinforce and strengthen a larger nstitu-
tional goal-—namely, to provide sound fiscal manage-
ment policy and procedures for the orgamisation The
information generated by the accounting system must
nform and enhance the decision-making process within
the orgamisation Otherwise, the NGO has only created a
routine and mechanical bookkeeping system—not a
financial management system #
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FIGURE 9

EXAMPLE OF A SIMPLIFIED WORKSHEET TO RECORD CASH TRANSACTIONS

ST. GEORGE'S CONSERVATION SOCIETY  MONTH OF JANUARY 1991

CASH IN BANK

41 29/01/91

Inter-Fund Transfer/Indirect Costs

o ~
< Q~ i w w : :
32 8Y 2§ |28 49
= = 22 | B8 e& 5 | HE k=
< wi T oz < < iy < ® <
a = o (| kE af & | =V [n]e]
1 01/01/91 Balance Forward 5,000
2 02/01/92 World Wildhfe 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 Membersinp
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 Pnce Waterhouse 2349 1,000 Professional Fee
13 07/01/91 Design Graphics 2350 350 Museum Exhibut
14 09/01/91 Island Printing 2351 200 Prinung
15 10/01/91 Windward Handicrafts 2352 250 Matenals
16 10/01/91 Business Machines, Ltd 2353 200 Printing
17 11/01/91 Juhan 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 Larry Adams 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 Canbbean Industnes 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 Muustry of Elucation 38 500 Grant
29 22/01/91 Island Lumber 2358 195 Museum Exhibut
30 25/01/91 Cable and Wireless 2359 62 Tel /Fax
31 28/01/91 4-H Clubs 39 45 Secretanat 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 Jacquehne Brown 2360 1,500 Salary
35 29/01/91 Dawid Williams 2361 1,200 Salary
36 28/01/91 Felix Herbert 2362 1,000 Salary
37 29/01/91 Eustace 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 7945 9987 2958
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FiGURE 9 CONTINUED
EXAMPLE OF A SIMPLIFIED WORKSHEET TO RECORD CASH TRANSACTIONS
—
UNRESTRICTED FUNDS RESTRICTED FUNDS
SECRETARIAT ENVIRONMENTAL MONITORING MuseuM OPERATIONS
"] 7]
o "" o Q w nike] w
QY ag 3 oY a & 3 99 ak 3
2SS &2 3 2 S8 3 e &8 3
1 3,000 1,000 1,000
2 5,000
3 25
4 25
5 25
6 250
7 750
8 25
9 225 135 90
10 500
11 100
12 1,000
13 350
14 100 100
15 250
16 55 100 45
17 25
18 25
19 400
20 150
21 25
22 25 15 35
23 185
24 500
25 85
26 245 53 35
27 100 25
28 500
29 195
30 50 12
31 45
32 450
33 150
34 750 750
35 1,200
36 250 750
37 500
38 500
39 250 250 250
40 695 4,075 (380) 5,000 2,765 3,235 2,250 3,147 103
41 690 (690)
310 2,545
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SEcTiON 1]
RECEIVING U S.
GOVERNMENT FUNDING

INTRODUCTION

udith Towle’s excellent manual covers many criti-
cal aspects of NGO work in Latin Amenca and the
Canbbean, and we repeat our thanks for allowing
1t to be republished m Resources for Success After
numerous discussions with our 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 American
and Caribbean NGOs receive support from the Agency
for International Development and specific financial
guidelines must be followed
If an orgamization receives funding from the U S gov-
ernment, 1t must follow various guidelines and restric-
tions 1n 1ts use of those funds In addition, 1t 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 1t 1s subsequently found to be 1n violation,
future funding may be withdrawn and funds already
recetved may have to be returned to the funding agency
While most of the orgamizations working with The
Nature Conservancy receive funding through the Agency
for International Development (AID) grants, these guide-
lines and restrictions are generally 1n 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 US government funding agency)
Most of the guidelines focus on three areas
(1) accounting practices used by the crganization,
(2) general procedures in conducting project activities,and
(3) specific restrictions to a project

ACCOUNTING PRACTICES

U S government funding sequires that the organizauon
recerving the funds adhere to certain accounting stan-
dards and practices These standards and practices are
not generally detailed 1n grant or contract letters Rather,
they are usually referenced 1n the vanous attachments as
“GAAP” (“Generally accepted accounting principles”),
“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 1tself, the rules for
applying match funding, types of costs not allowable for
reimbursement by the U S government, tecording of
time worked, recordkeeping and audit requirements

It 1s helpful for an orgamzation 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+) 1t 1s recommended that 1t
select an external audit firm that 1s experienced n audit-
ing US government-funded projects and thus 1s famihar
with the accounting standards and practices mandated
by such funding Thus, the audit firm can adwvise the
organization ensuring that its systems conform to the
requirements

GENERAL PROJECT MANAGEMENT

A grant or contract awara 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 1n 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 mcluded

1 Segregation of US funds US government funds
must be kept 1n a separate, interest-bearing bank
account All interest earned beyond $100 00 1s to be
returned to thc U S government on an aninual basis

2 International air travel All international travel 1s to be
doneonUS carriers Exceptions can be made 1if they
meet with the critena set by the U S government
However, lower air fare on a non-U S carrier 1s not
acceptable cnitena for an exception

3 Procurement of goods and services In general, an
organization 1s required to ensute that several bids are
provided for goods and services beyond a certain hmit
(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 ven-
dor/contractor was selected Waivers for sole source
contracting may be obtained 1n some cases with piior
approval from the funding agency 1f a case can be
made for such need
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4 Property management An inventory list must be
maintained of all cquipment purchased for the project
over a certain dollar hmut The list should include the
following information type of equipment, date pur-
chased, seral number, cost, vendor name, funding
source (AID or match) and physical location This
inventory must be kept current

5 Financial recordkeeping All files must be available
for review/audit by U'S government officials

SPECIFIC GRANT/CONTRACT REQUIREMENTS

A grant/contract will have some requirements that are
unique to that grant These are usually included in the
award letter and/or Attachment #1 Specific require-
ments generally will include

1 Source/origin code This code indicates the geograph-
i locations from which project goods and services,
over a particular U S dollar mit, may be purchased
or origmate For example, Code 000 means that goods
and services must be of U S origin and purchased in
the United States Other codes may indicate U S and
local country ongin/purchase or, at its least restrictive,
ongin/purchase anywhere in the Free World

2 Matching requirements  if the organization 1s required
to provide private funds to match the government
funds the amount will be stated

3 Property ownership The grant will specify in whom
title will be vested for equipment puichased (over a
certain U S dollar lirt) It 1s important to note that
In many grants, items purchased with grant funds
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 1equired on a periodic basis This section details
how often they are required, to whom the reports are
to be sent, and specific mformation 1o be included

5 StafYconsultant approval It 1s sometimes required
that the project officer review and approve staff and/or
consultants on the project prior to hiing

6 Travel authonization Often mussion clearance, in writ-
ing, 15 needed prior to traveling under the project
grant This requires that traveling stoff/consultants file
their proposed 1tineraries with the 1ir-country mission
m advance of their tnp If cleaance 1s denied, the trip
may not be paid from the project grant funds

7 Adjustment to budgets A percentage will be specified
within which individual budget line items may be
adjusted as long as the. overall budget total 1s not
increased

AUDIT REQUIREMENTS

Specific requirements regarding types of project-specific
audits and when they will need to be done may be
included n the award letter or attachments It 1s impor-
tant to always include an Audit line item 1n the project
proposal budget and to ensure that 1t remans in the
final award project budget

Recent US government audit regulation changes
now requite a specific type of audit, known as A-133,
whenever an organization receives more than $100,000
total n U S government funding in one year This fund-
ing may come from one or several U S government
agencies It may be received directly from the govern-
ment agency or as a subgrant from another organization
Where an organization receives funding from scveral
U S'government agencies, the A-133 audit satisfies the
audit requirements of all

The audit reviews the orgamzation’s overall account-
ing system and nternal control structures, as well as
sampling individual awards for compliance with general
and specific requirements (as hsted above)

For organizations receiving a significant amount of
U S government funding ($100,000+ per year), 1t 1s rec-
ommended that an external audit firm be selected that 1s
experienced m conducting A-133 audits A hst of audit
firms approved by AID for A-133 work may be obtained
from the local AID mission

The cost of conducting an annual A-133 audit may
be billed under the “Audit” linc item of project grant
budgets (if these grants have been sampled as part of the
A-133 audit) The amount to be billed 1s determined by
the number of U S government grants sampled #
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